L

... . DOCUMENT RESUME

ED 219 544 , T " CE 033 212
N AQ;HOR ' Gold, Gerard G., And Others |
TITLE Industry Education-Labor Collaboration. Policies and |
. “. Practices in Perspective. _
INSTITUTION National Inst. for Work and Learning, Washington,
D.C. °

SPONS AGENCY Office of Vocational and Adult Educat1on (ED),
' Wash1ngton, DC. *

PUB DATE 82 ‘ _
CONTRACT 300-79-0691
NOTE 212p.; For related documents’ see ED 206 906-907. "
AVAILABLE FROM Publications, The National Institute for,Work and |

: Learning, Center for Education and Work, Suite 501,

1302 18th St., N.W., Washington DC* 20036 ($25.00).

EDRS' PRICE f MF01/PC09 Plus Postage. ° | ‘
DESCRIPTORS Career Development; Career Education; *Community
Cooperation; *Cooperative Planning; *Cooperative
Programs; Education Work Relationship; Elementary
Secondary Education; Institutional Cooperation; -
Policy Formation; *Program Implementation; Public
- Policy; *School Business Relationship; School
: Community Relationship; Vocational Education g
IDENQ{?IERS *Collaborative Councils

ABSTRACT ' . - |
Industry, labor, and educational institutions are
entering a new period of enthusiasm for mutual cooperation and '
allignces within communities. Local collaborative councils bringing
together leaders.from business, labor, government, and education are
demonstrating anew the community-level leadership that is essential .j?
to create and establish a new national consensus about the purposes
and functions of education institutions. But, according to this
study, conducted through a review of literature and an examination of
local collaborative councils, these .are still pioneer activities
without well established structures. Basic £1nd1ngs of the study are
that (1) existing relationships between education institutions and
the business sector are domplex, whil relat1onsh1ps w;th the labor {
qg%;or are being built from a very limited base of prior contacts;
( attention to the needs of collaboration with*education is being
given by bus1ness leaders eSpecially as a focus on the elementary and
secondary schools; (3) gradually, more interaction among education,
-business, and labor is leading to new patterneé for education and
trainng; and (4) career education and career development activities
have been the focus taken by local collaborative councils.
Recommendations are made’for improvements in the collection and ~
dissemination of information essential to the creation of effective
programs of 1ndustry education-labor collaboration nat1onw1&e~ for - .
improvements in the leadership of collaborative activities; and for
federal and state government actions encouraging such collaborat1on.
(kC) -




ED219544

- Indust | e
Educatfgl-

t
} o Collaboration
l

4

gollcies and Practices
. ' In Perspective

. By \

Gerard G. Gold, Steven M. Jung, and David S. Bushnell

Industry-Egucation-Laboiltollaboration Project

“a
*  Center for Education and Work
—— h :
National Institute for Work and Learning .
. — ’ '
U.S DEPARTMENT OF EDUCATION
. Washington, D.C. NATIONAL INSTITUTE OF EDUCATION
. EDUCATIONAL RESOURCES INFORMATION
. CENTER IERIC) >
1982 /hns document has been reproduced as
. receved from the person or orgpmization
’ Y L3 onginating it
t w/ Prepared for Minor changes have been made to improve -
’ teproduc tion quality
} U. S . Department pf Education ¢ & Pomnts of view of opinions stated i this docu
’

ment do not necessanly represent otficial NIE
POSON, O pokcy

~ - v

’
f

N
S\
o) '
i gsg ) Office of Vocational and Adult Education

LA FuiiText Provided by ERIC . ' \




The research reported herein was performed purduant
to contract #300790691 with the Office of Adult and
Vocational Education, U.S. Department of Education. '
Contractors undertaking such ppbjects under
Government sponsorship are engburaged to express
freely their professiongl judgment in the.conduct of
the project.” Points oi?view or opinions stated do
not, therefore, necessdrily represent official

' |+ Department of Education position or policy.

¢ A

[l




/\x
‘\
* ¢
TABLE OF CONTENTS
y
Page
A

“ACmOWLEDGMENTSQOO ooooooo R R R N B I I I I I Y T R S I I I ] i -‘
REPORT SUMMARY .4 eu'vuusvonnsnenecennnacecnonssoseanmensss 1ii

I. ON NEUTRAL TURF: AN INTRODUCTION TO )

//) COLLABORATIVE COUNCILS .  ccevessecoronsssosssnsnsnces 1
II. THE COMPLEX STRUCTURE OF EDUCATION RELATION%yiPS .
WITH THE PRIVATE SECTOR....ccvcevevecnneesne . -17

III. THE STATUS OF COLLABORATIVE COUNCILS..... .....::.. 58

Iv. ON BUILDfNG NETWORKS OF COLLABORATIVE COUNCILS..... 103

V. ASSESSING THE IMPACTS OF COLLABORATIVE COUNCILS.... 133 )
VI. THE ROLE OF STATES IN L STRY-EDUCATION-

LABOR COLLABORATION.....ceenvieerustoreunnsannunans 149 il
VII. RECOMMENDATIONS...ccveen e tesseseseses ....Y... ...... 177
7
A
(7
_z' A"
¢
A ’
’ -




, : " ACKNOWLEDGEMENTS

-

|
|
|
This volume is itself a working paper. 1In the past few years, the
concepts and practices of co}laboration and community-centered problemi
|

! '

solving have jg&ﬁé from the periphery of public policy to center stage.
The search is on %or a proper and effective relationship between local

initiatives and the larger private and public policies supporting those

. initiatives. Thie volume describes some early aspects of these major

>

shifts in attitudes, ideas, and actionms.
Recognition of the role of education and training as crucial factors \

in the quality and economic viability of American life has been growing
4
faster than these pages could be written. As one piece in this geometrically )

|
\
|
\
|
|
— ., “
|
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growing literature, this volume is intended to help‘%onnect the rhetoric

of local industry-education-labor collaboration to its real oppor;uniéies.
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) » .
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v
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INDUSTRY-EDUCATION-LABOR COLLABORATION PROJECT
v \ ’

Report Summary

.
] .

Industry, labor, and education institutions are entering a new period

~ \

of enthusiasm for mutual cooperation and alliances within communities.

~

The major policy questioné\regarding this enthusiasm have far ﬂess t& do

with options for federal government leadership and far more to do with
. . -

-

.fhe leadership capacities of local and state institutions representing
. \ /
/ ,non-governmental,egctors. Government can encourage, but others must 'do"

—

collaboration.

s

Will these leaders produce more effective learning and employment
opportunities for young péople and adults because of the collaborative .

projects'they initiate? Or will these recent enthusiasms dissipate as a

result of frustrations, unforeseen complexities, and a lack of true

~ ¢ ? :

collaborative commitment in the face of the very real prdblﬁfi/confronting

American education and the American economy? Will there arise in fact .

e f
a new, sustained coalition to create private and public sector support

’

for the purposes, methods and financing of American education at the-

elementary, secondary, and postsecondary levels? Will a new goalition
. {

devise appropriate private and p&blic policies to tackle the education and

4

~—

train}ng needs of youth and working adults?
Local collaborative Qgpncils bringing together leaders fraﬁ businesgs,
14
labor, government, and education deserve special attention because they
are demonstrating anew the community-levelileadership that is essentf%l to

create and establish a new natlonal consensus about the purposes and




{

-
-

: L
functions of education institutions generally and public secondary

schools most partjcularly. But, this stu&y concludes, collaborative

,

councils and industry-education-labor collaboration generally are still

pioneer activities without well-established structures. Only as inwvest-

»

menits in human resources gain a stature equivalent to investments -in
technology will innovation in business-education-1abor relations pove

\

/
frof the periphery toward center stage of corporate, union, and education
concz?hs.

/
/

Collaborative councils are but one among many linking mechanisms for

f

industry-education-labor collaborasion. The cdmplexity of opportunities
for relationships is described and analyzed in some detail in the first
tﬁﬁmchapters.

Chapters three through fivé address the specific characteristics, .
accomplishments, ind limitations of locally initiated collaborative
codhcils.

Chapter six discusses the structure of state government
human resource agencies and the opportunities for linking state and local
leadership and resources. The career development, youth transition, and
human resource problems found in every community require mutually
reinforcing action at both local and stgfe levels.

Findings: The basic findings of this study are:

*

@ Existing relationships between education institutions
and the business sector in particular are multi-faceted
with complex consequences for present efforts to improve
those relationships. Existing relationships with the
labor sector are also shaped by historical ambiguities,
but are being built today from a very limited base of ~
prior contacts. Private sector ‘involvements on school
boards and boards of trustees, as parents and alumni,
as consultants and vendors,/as taxpayers, and as "end
users" of the '"values added" by education institutions, .

~

iv
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help shape the attitudes and methods used by employers and

unions in building formal, collaborative relationships to
specific schools and colleges.

.Y‘

Despite this.complexity, the attention of top leadership \
in the private sector has been infrequently focused on
education and training issues.

e As education and career development become more widely
recognized as critical factors determining the capacity

‘of American society for economic growth and socio-political
,%tability, thg attention of business and labor leaders, is
being drawn to the need for greater collaboration with
dducation institutions. Likewise, educators are discoVvering
greater need to build a constituency supportive of

education institutions.

e This attention appears to be focusing on the elementary 9
and secondary schools as providers of foundation skills
_and attitudes. Postsecondary colleges, universities,
and technical institutes are being recognized progressively .
as partners with employers--private and public--in
prov}ding education and training on a lifelong basis.
\ <

‘. ® Growing dependence of the private sector ‘on the performance
. of education and training functions--whether "in house" or
; through education institutions--is leading to.greater need’
for communication, understanding, program development, and
accoyntability among the sectors. There is growing aware- -~
"ess that these needs must be achieved on a person-to- '
person,-institution-to-institution basis starting at the
community level. {

e Gradually--and still only superficially in most locationsg~~
more frequent, more substantive interaction among the three
Bectors is leading toward new patterns of responsibility
for education and training. Working from thé ground up,
more- community leaders are becoming involved in basic policy
questions affecting the delivery of education and training:

~- Who receives education and training?
-~ Who provides education and training?
-- Where are education and training provided?
-~ Who pays for education and training?
—— Who benefits from education and training?

e A variety of formal and informal mechanisms to improve
communications, understanding, programs, and accountability
already exist and are. being createdxgt all jurisdictional *
levels. . . Lo,
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e Being locally initiated, collaborative councils exhibit \ |
diverse purposes, membership, resources, activities, and- ’
quality. Councils may have very modest or very smbitious
goals and resources. Their accomplishments may be modest
or impressive in proportion to their intentions. Communi-
cation and self-initiated comparisons between councils have i
been few. Networking has increased in recent yeats. The ‘
growth in the numbers of local councils--from about 16 in ‘
1969 to over 155 in 1981--has been stimulated by a combina-
tion of increased private and public sector interest and |
the availability of public sector funding. Relatively

few councils with staff are supported primarily by private .
- sector funds. A . ‘

L ‘

e The programmatic directions é; local councils have been
to focus their energies on activities that are generally .
described by the terms career education and career
development. Less frequently, collaborative councils have
also sought to address tasks related to improvements in
vocational education and overall quality of .publié¢ school
administration. These activities most frequently are
intended to improve the preparation of secondary school
youth for their transitions from school to work. Other
council ‘activities involve teacher in-service training,
adult learner projects, and non-school training. The
motivations, commitments, and directions of collaborative
councils are relatively new and rapidly evolving community ‘
by community, state by state., Their energies and
relative sophistication and accomplishments are almost
totally dependent on the quality of Iocal leadership.

Recommendations: The 14 recommendatio

s included in Chapter Vil

are organized in four sections:
® Recommended improvements in the collection and dissemi-
nation of information essential to the creation of
effective programs of industry-education-labor
collaboration'nationwide
() Recommended improvements in the leadership .of collaborative
activities nationwide

* ® Recommended federal government actions encouraging
industry-education-labor collaboration in states and
communities .

° Recommenéed state’ government actions "encouraging collaboration

. Among the principal recommendations (Justified in more detail in )
. .

the full text) are the following:

; 10
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_indicators: of the scope'of indistry-education-labor

v,

As a_sipplement to the National Asseséﬁent of Educational
Prog}éés (NAEP), a periodic National Assessment of .
Employability Skills should.be developed to identify’
trends in the skill levels required for entry and first

. *. echelon promotion in major gccupational (sectors.

The federal government should tollect on a periodic‘\ .
basis quantitative and-qualitative data as rough but valdd

relationships.’ .

A Cléaringﬁouse on Industry-Education-Labor Collabgration
should be established as a "meutral” source of information
and assistance on collaborative'eractices. 7

~ ~
Major national philanthropit foundations, cotporate
foundations, and communi%y-based foundations should show |
leadership in the creation of "good idea funds" at
community and state levels.

Y

L X ‘ —

Top management, professional associations and employee.
unions associated with four key industries--banking,
insurance, public utilities, and major national
retailers--should be encouraged in their efforts to
develop private sector leadership strategies for
industry-education-labor collaboration.

- The agenaa for natiomal-level discussions of collaboration

among {Jusiness, labor, and education leaders should aim for
concerted action on three,priority areas: 1) basic skills
(including computer literacy), 2) pre-employment training,
and 3) concentrated skill training for occupations with
critical labor shortages. These priorities are of equal
importanci to youth and adult learneis and workers.

V4 .
Liaison between federal government ¢éducation and training
agencies, private sector employers and unions, and national
education organizations should be institutionalized in three
wiys: 1) make liaison a formal staff function at the
Secretariat and/or agency-head level; 2) establish periodic
meetings of the agency/department head with groups of
industry, labor, and education leaders; 3) strengthen
business/industry and labor representatioh on mandated
career and vocational educat{on advisory councils. .

Governors, in collaboration with state-level education,
industry/business, and labor leaders, should. develop -their-
own programs to improve the environment for effective
industry-education-labor collaboration. Such programs
should be based.upon improvements in information, leader-
ship, and state agency actions. :

1

vii L
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® States should initiate action research to review and
, correct unnecessarily restrictive or outmoded state
: 'regulations and laws limiting the .types and durltion

. of out-of-school learning experiences for in-school
. youth, P

*

,® State governments should give serious attention to the
advantages of direct financial support of local collaborative
councils within their states.

yiii




. ‘ . CHAPTER I 4 :
.. -ON NEUTBAL TURF: AN INTRODUCTION TO COLLABORATIVE COUNCILS

L4 . . }

This report (is organiz@“in six main sections, each addressin% a special
) ¥ R .

- 4 ~ - N - -
set of 4ssues in in&hstry—educationrlabor collaboratf%n. These section8_are:

e An introductory analysis of the special significance of local
,collaborative’ councils as one amorig many mechanisms used to
impnove communications and action-oriented problem-solving
among education institutions and key constituencies in their
communities.

e A more far-reaching aiid detailed analysis of the overall

. structure and status of industry-educdtion—labor collaborative -

'y relationships generally.

.® An in-depth review “of local collaborative ‘councils nationwfde
as they were found during the project's research phase. -
¢ A summary report by Steven Jung and other staff of the American
- Institutes for Research on the.''evaluability" of local
. collaborative councils and the impact of their activities on

events in their communities.

An analysis by David Bushnell of American Upiversity of the
present condition of and future opportuniti:E for State
leadership in aiding tfie development of loc

councils. wi a

collaborative

e Project recommendations regarding policy, planning, and
practices to support\improved industry-educatien-labor

dollaboration nationwide. -3
A

-

The Heart of the Matter

- ,
s

] .

Throughout the past century, a policy of universal access to free

{
elementary and secondary public education and subsidized higher education

" was supported nationwide by a broad consensus of parents, students, employers,

unions, citizens at large, and political leaders. The basic task was that of
building an educatdonal enterprise capable of providing a growing population L
with skills commensurate with the nation's economic and politicai require-

ments. But once in place, this consensus was taken for grehted, an understandable



N

consequence of meeting so great a need over sp long a period of time.

Too frequenlly underestimated.as factors in the vitality of institutions,

are the ways in which creative leaders build and rebuild constituencies and

LN . ] .
coalitions to support their organizations during periods of basic demographic,

economic, and political changes. JIndustry-education-labor collaboration

.

generally and local collaborative councils in particular wou{d deserve special

attention if only because they are demonstrating anew the community~level
leadership that is essential to create and establish a new hatiofal consensus
about the purposes and functions of secondary and postsecondary education

institutions. But local councils deserve attention also because many~of them

are looking also at the purposes, functioﬁs,iand capabilitf;s of other com-
munity education, training, and employment institut'ions. These councils are

* beginning to help their communities sort out the various needs, resources,

and responsibilities related to the broad education and preparation of young

’ . [}
people and adults for work and citizenship. In so doing, they touch of
« .

necessity on the ways schools, employers, unions, universities, government,
\ N /
and community organizations of many types work together on many different

education and training problems.

LY

Today well over 150 independent collaborative councils are functioning

in urban, suburban, and rural communfties across the nation. A few operate »

° £
as state-yide councils. Just five years ago few of these organizations would

\

have existed. That they exist and thrive now is a tangible sign of a new
wave of enthusiasm for business and labor cooperation and alliances with

education institutions throughout the nation.

The emphasis is on institutional responsibility. Mindful that institu-

tions are only as motivated as the individuals who represent them, council
‘ e
organizers also recognize that motivated ingtitutional leaders carry far more

14
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clout and promise 6F sustained impact than if they act as indivﬂﬁuals. In
contrast, students and parentg--historically not perceived as powerful community

leaders—-are accorded more attention as beneficiaries and .clients than as

leading actors. . .

Advocates\of collaborative councils place their hopes in local. "movers

x

and shakers." But, who will-hold these people accountable? Here the
afsumption seems to be that pluralism of interests and leader-constituent

relationships within American communities ane sufficiently vjtal to permit

hY

collaboration without collusion, without real danger to the integrity of

education and work institutions. The validity of this assumption must be the

central question being tested by the collaboration "movement" of the 1980s.

QHMe Setting for This Re%ort
Education, work, and adulthood. The vitakity of.any society is in
large part a function of‘the ability to prepare successive generations for
adult work. This is undoubtedly true if we include within the concept of

"adult work" the responsibilities of parenthood and citizemship. It remains

substantially true even when we restrict the concept to its more usual

dictionary boundaries as ''the means by which one earns one's livélihood' a

¢
_ trade, craft, business, or profession.”

, In recent years, ever more prevalent disconnections-have been observed

~
v

between the education and work experiences of youth and adults. These dis-
connections in the socialization of masses of individuals are now recognized
as burdensome, costly, and even dangerous to our primary educational;

economic, and political institutions. Recognition has led to action. From

every side, new connections are being forged between education, training,

work, and service’institutions. As we try to sort out the needs, issues,




- " o r , |

. . / ‘
resources, and sglutions, 'collaboration'" has been used as onefSE those key

i

' -
terms which speak to solutioms, to a better way of getting OY\with the wornk
of a complex society.
Meaningful collaboration énnng industry,ébuginess,wlabor, education, '

community service organizations, and government agencies requires a means of

-~ R

linking the interests and energies of these institutions to issues important _}
for all. The education, gkill training, and socialization of young people

-

for work and adult roles has.provided such a set of issues-in recent years.
)
. Local -collaborative councils, one increasingly popular mechanism dé;igned
to link these diverse interests and issues, were the principal subject of
. the Indqstry—Educatign—Labor Collaboration Project of the Natiomal Institute

for Work and Léarp;ng. The project has produced four publicationsk*:

~ ® An amnotated review of the literature of collaboratiye councils o
and industry-education-labor collaboration

‘f)

® A directory with profiles of over 150 local and state
collaborative councils

® An Actionf{Guide for Collaborative Councils - |
® This state-of-the-art report on industry-education-labor !
collaboration and collaborative councils . v

These publicatiens are designed to respSnd to increasing nationwide ‘

v |

interest in collaborative councils and to support the politcy and planning ‘
needs of the U. S. Department'of Education's Office of Vocational and Adult

Education, the project's sponsor.

Collaborative Councils

Why collaborate? How collaborate? What is community collaboration?

commmity leaders from all sectors, improéed communication, improved coordina-

|
. .
These are the principal questions addressed by a growing literatuyre. Among |

(

*All project publicatiohs are available for purchase from the National
Institute for Work and Learning. -

‘ - ’ 4 16




tion of services, and improved uses of fiscal and personnel resources for
-

social and economic development proposes have become deeply felt needs during
the’last\few yeari. Where these sectors work together to solve a probiem or
set of problems, they collaborate. qulabofétion can be biléteral, as when
educators and local employment and training officials develop joint programs
for in-school youth or when business and labor leaders work through the
details of an apprenticeship or on-the~job training program. O; Follaboration
can<be multilateral, as when educators and training agencies reach out to
unions -and employers for assistance in gprriculum development , staff training
and job placement strategies, Collaborative councils are designed\as forums
for a procesé which permits collaborative actions such as these to occu; on a
planned, sustained basis across sectors of communities.

This lf?eratdle emphasizes that it takes day-to-day experience,'and

. @ .
year-to-year planning of activities and procedures for communities to ,

develop, test, and rework effective collaborative mechanisms. Collaborative

"

-councils are one means through which community leaders are learning how to

cope wlth the real problems and needs of youth,”adults, and the institutions

in which they le;;n and work. Words such as 'turfdom'. and "poliFics" were ‘
k 4

once accepted as negative, irFedhcible facts of 1life (and used as excuses for

inaction). Through community councils, we are beginning-to learn‘how to turn

the self-interest inherent in those words to the advantaée of all.

""Collaboration" and "collaborative councils,” as found in this literature,

are young concépts still being developed. These terms also represent new

sets of~practices with both contributions and mistakes already made and still

to be made. The message of the literature is that the contributions and new

understanding will far outweigh the errors if the concepts of collaborationr

and collaborative councils—are implemented in thoughtful ways by leaders

rd

17
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sensitive to local needs and opportunities.
' /
Collaborative councils usually are identified as either "Indugtry- .
!

Education-Labog Councils" (and "Industry-Education €ouncils") or "York-
Education Councils'" (and "Educazfon-Work Councils")." Local names for these

7 .
generic types vary from community to community. Community Action Council for

~

Career Education, Consortium of Vocational Educators and Employers, Tri—‘
Lateral Council for Quality Education, and Association of Business, Labor and
Education are but a few of ihe names that collaborative councils go by. Some )
of the Private Industry Councils (PIES) initiated through the federal govérn—

ment's Comprehensive Employment and Training Act (CETA) have also taken on-

the collaborative council's characteristic autondmy and- involvemdent in

&

- -,
education as well as work-related issues and have become part of the larger

group.

> ~

Collaborative councils can be distinguished by a few criteria. These L

are general characteristics and fit better in some cases than ih others:
. Py : ) . ,

¢ Council membership is representative of major sectors ih a
community; collaborative mechanisms are intended to join and
serve the interest of more than two sectors. Councils should
be designed to treat education, industry/business, labor,
government, and youth service institutioms as equal partners.
In local practice, the interest and strength of one or two’
sectors may predominate, but the goal of collaborative _/
councils is to seek a balance of mgttiple purposes rather

N than exclusivity.

® Collaborative councils are essentially self-organized.
Initial sponsorship may come from one seotor or even a single
organization. But once organized, the council is responsible
for its own continuity. Neither membership nor agenda is
assigned to the collaborative partners by a single institution.

N\

e Collaborative councils are performance-oriented. Members and
staff develop their own agenda and approaches to community
needs. While such councils may choose to play advisory roles
in specific instances, they are designed to perform a variety
of roles ranging from fact-finding, to project operation, to
program development, to program brokering and cata%;;dng.

Q : 18
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e Most crucially, council members and the institutions they
represent share rgsponsibility for implementing the action
agenda wHich brought them together in the first place.
Members exercise active leadership within their primary
constituencies and with other sectors and constituencies.
Collaboration implies a recognition of ghared self-interesgts
that leads %o mutual action.

e Organizational activity is sustained through formal council
! organization, with assistance from a staff director or
coordinator.
' N\
e issues on the agenda of collaborative councils run e gamut from
~ H

poli to program to process. The agenda items may address th unctions,

attitudes, behaviors, and capabilities of séhools, colleges, employers, labor

.

unions, government agencies, and religious and social services institutionms.
Typically a counéil agenda deals with problems which can only be resolved
through the involvement of two or mo%e of these institutions.

‘ F;r example, some collaborative councils have exhibited le;dership in
linking ecénomic and human developmen .. As employers and unions begin to

examine the workplace of the future, they may be troubled by the perceived
o {

status of employee and member skills and motivation at_all levels of- the wprk

—

forceiﬁGhether managemehh, or workers. Trying to cop with workplace require-

DIEN

ments, employers 'and unions are drawn progressively further into analysis of

. N =
the causes of success and fa¥lure in career preparation. Collaborative

K}

councils are neutral "turfs"g%here thbkse leaders and their education counter-

parts can discuss and act on needs, resources, and strategies in positive
2

ways.
]

' ; 1Y
Linking diverse inatitutional self-interests is the principal strategy

.
-

used by councils to engage institutions in joint planning and action on -,
(

specific education—aork issues. In this way, collaborative councils are

intended to strengthen the capabilities of community and state-leyvel institu-
(:nge

tions by using prob%fm—solving approaches that build trust and a

desired results:

L4
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Most councils operate on modest budgets. The priﬁcipél cost factors are
two: whether there is a paid staff and whether the council*’seeks project
operation responsibilities requiring additional staff. Budgets of $40,000 to

$100,000 are typical of councils with paid staff. Budgets of $2,000 to

. $3,000 are typical of gouncils which rely entirely on members for coordina-

tion, outreach and in-kind support. As councils become more active, and as
their independent, broker role in the community becomes more significant, a
core paid stafﬁﬂiends to be indispensable. Cghﬁbils must then develop cash

or equivalent donated staff services to support their efforts.

’ -

Overview of Policy Issues

‘
Increasingly, national policy makers in gquernment and the private
sector have looked to commquty leaders to share responsibility for more

effective problem identification, problem solving, and allocation of scarce

resources. Should these responsibili::Zi/BQ/ﬁgndated by federal law and

i
regulation?- Or must they be legitimi by grassroots initiative and owner-
ship? What are the prospects for sustained cooperation among diverse local

-
interest groupif Are there non-directive yet effective ways the federal
™~

government cap/gssist new collaborative mechanisms to emerge? Or can we
expect that local institutions with strongly felt needs will develop appro-

priate mechanisms on their own? Should collaborative mechanisms be used to

.

igitiate and operate direct services? Or should they aim to improve informa-

tion and planning activities, leaving direct services to more traditional

and established organizations? What are the funding needs of collaborative

councils and similar mechanisms, and how should those needs be judged and

provided? Ny

L}

JDescription, discussion, and some tentative answers to these questions
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may be found in an emerging literature and practice. Bu{ whether the
current eméhasis on local collaborative, interagency, intersector, inter-
institutional‘'sclutions to complex problems will bear fruit in effective
education, training, and employment practices is posed more as a hopéful
question (with some supportive evidence) than as a confirmed answer in this
literature. The techniques are still young and being developed.

Far clearer is the consensus that fragmented, institutionally uni- & .
lateral approaches to'yoth education, training, socialization,,énd transi-
tion services have p;oven inadequate. The point of convergence in this volume
is on the principles that (1) national problemfsolving requires community
level participation, (2) community participation requires effective;
processes to create shared understanding, shared responsibility, shared
resources, and shared benefitstsand (3) the participants in these processes

. -
should include é wide gange.of community leaders: employers, workers, .

educators, students, government officials, community organizers, and

volunteers.

The literature prepares readers to ask: whose interests are being

served by which institutions? What benefits accrue to iounger students, adult

—

learners, educators, managers, workers, union leaders, parénts, government
officials, community service workers and other interests? Can these complex
sets of interests be intdrwoven to serve the needs of individual learners as

well as those of institutions? ?

y'\ ‘.
Because this publication focuses on a narrow, specialize%tband in the
spectrum of education and employment literature, it assumes at least a passing
1]

awareness of that larger set of issues and documented activities. The reader *

should bring to this review some sense of the related social, political,

economic, and organizational upheavals and challenges of post-World War II

v
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America. An awareness of th; impacts of technologicai\change and social
demogréphics will be partigularly useful: «how technology pfagiessively re+
moves entry-level jobs from the grasp of the)ill-educated and‘unskilled; how
roads and autbmobiles, prosperity and racial discrimination created suburban
and urban residential and work patterns; how young people have become a

uniquely structured labor market unto themselves, with progressively greater

[y

percentages seeking work and greater percentages unemployed and unemployab%g
in current labor markets; and how the demand for workers has increased dra-

matically to attract and absorb the massive entry of women, but primafily in

»

lower-paying jobs competitive with young workers.

The reader should bring also some sense of tHe many modes of experi-

v

mentation and innovatioQ which have been used to cope with these perplexing

. . . p-
problems: the growth of state and national legislation for education and

Ve
employment and training programs; the growth of independent community-based

organizations specializing in social services to selected client groups; the

role of private foundations and corporate initiatives in "seeding" the nation -

with demonstration programs.

Py

Significance for Education, Business, and Labor

Many strands of American history have contributed to the concept and
practice of community collaborationljoining the institutions of.education,
business/industry, labor, government, and communiFy. The 11tera£ﬁre portrays
cygles of attraction and rejection in the history of busin;ss-education-labor

[y

relationships. .
The first vocational education legislation, the Smith-Hughes Act of
1917, remains a rare and edifying example of,how_;houghtful and gustained

coalition-building brought together diverse sets of interests to form a com~

mon purpose which served those individual interests and, through them, the

10 22
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national welfare. The Nat

Education (now the American-

gressive coalition ever to
That coalition included:

”
Manufacturers; the America

the Advancement of Cglored

of the United States; the

s
iongl Society foé/the Rgggg&igg_gf Tndustrial

cational Association) organized the most pro-
sponsor a piece of nati9qpl education legislation.
ld¢ading educators; the National Association of

<

Federation of Labor; the National'Association for

eople; women's groups; the Chamber of Commerce

YMCA; the American Association for the Advancement

of Science; American Indiah leadership; and thousands of leading citizens

i

concerned about the prepai

logical workplace and aboj

markets. ]

(4

These same concern%

vocational guidance and fh

was the deep-seated Amerjc

ation of young people for an increasingly techno-
. 3
t the ability of the nation to compete in world
»
L] A
o [ 4
gave life about the same time to the profession of

e cooperative education movement. Underlying all

an belief (conceptualized most clearly by John

Dewey) that:

'3

. ~
The school must r
to the child as th
neighborhood, or g
moral training is’
to enter into pro
and thought (Dewey,

t

r

of collaborative councils,

a contemporary context, ;

individual's need for u‘

i

institution's need for community

3
experiences for students, and by

resent present life--life as real and vital

which he carries ‘'on in the home, in the
the playground. . the best and deepest

recisely that which one gets through having

relations with others in a unity of work

in Archambault, 1964).

applies these essential values and themes within

The context itself derives from a sense that the

ty of work and thought is matched by the educational

support in providing meaningful educational

the work institution's need for skilled,

motivated, understandingiadults.

The launching and %rbiting

of the Soviet Union's Sputnik in October,

1957, also launched another generation of converging interests betw;en edﬁ;b—

4
A

A
’/L g
3,

TR

]
-

o

(9]
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tion and work ipstitutions., The factors of foreign competition and a'gew‘
technological ;ra were again foremost in the public mind. The National
Defense Education Act of 1958, the Vocational Education Aét of 1963, the
"Elementary and Secondary Educatiép Act of 1965, and the Higher Education Act
of 1965 are visible reminders of a veritable explosion of concern for the
status of technical and basic skills education in the United States., /,P

Collaborative planning and 1obb§ing brought this legislation into
existence, with education associations ;nd industry associations taking the
lead. Additionally, many of the education departments of national trade

- :

associations date from thig period. Finally, it was this cycle of legisla-
tion, particularly the Vocational Education Act of 1963, with its amendments
of‘l968! which established the‘policy of involving the private sector (par-
ticularly employers) in education planning, progra& developmént, and monitor-
ing. The mecﬂanisms used to implement this policy were advisory councils at
national, state, and local levels.

As in the past, foreign competition and/;ggpnological innovation are
today factors favoring investment in education and a greater role for the
private sector in supporting and implementing Pew programs. As in the past,

new technologies carry both the promise of greater employment in new economic

arenas and the threat of increased unemployment in old ones., As in the past

the unemployability of young people without adequate basic and technical

skills shames the nation as an underused resource and as a potential threat
to public safety. Once again the connections between education, employment,

and gconomic and human development are being revealed and tested.

0y

Is .the current period of discussion and attraction any different, or is
. N

it too likely to fade with a mixed impact of achievements and failures? Two
\J

intriguing trends argue for more permanence. Noted here briefly, thesa trends

) s
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are discussed in more detail in Chapter 2. First, because sophisticated

skills are required of even entry-level employees, most’ employers, particu-
€ .
larly the larger corporations, now include skill and career development

strategies in their own planniﬂé. Dependent on the quality of the education

-4
system's "product," andpmore sensitive than ever to the concepts of personal

growth and stages of development, corporate managers now have strong motiva-
tions to initiate and sustain communications with their counterparts in
leducational 4nstitutions. Seeking to avoid, or share with taxpayers, the
"costs of basic and specialized training, employers are being drawﬁ to closer

dialog with secondary and postsecondary educators in particular.
4
The second trend, triggered by the telecommunications revolution, is

widely recognized but onlf‘vaguely understood in its implications for educa-
tion, -knowledge production, and information‘transmittal as central fgctors in
economic as well as educational planning. As corporatdons take on these
knowledge~related functions as integfal parts of their own missions, the

traditional separation of the two sectors becomes more difficult to maintain.

Similarly the direct interests of orgapized labor are being drawn

‘-

closer to eduqation, and education institutions closer to an understanding of
' g ~
those interests. Management, too, has a substantial interest in this conver-

[ ] .
gence. But for the most part, the involvement of organized labor with regard

.to the preparation of young people for work and adult responsibilities has
been little sought by educators. With rare excepﬁions, even the unions them-~

selves have not addressed their shared interest with education and business.

What are these converging interests?

L

e As teachers and college faculties have . joined national unions
and sought bargaining rights, organized labor has paid closer
heed to the role of education institutions as shapers of the
attitudes and skills of the succeeding generation. As teachersje
hav?}rid themselves of status biases and stereotypes regarding

~ e :
25 \J
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themselves of

-

biases and stereotypes regarding educators.

® Unions and their members may prove to be the strongest organ— ° . '

ized source of support for lifelong learning opportunities for “

all adilts in the near future. Organized labor will speak for :

the education needs of individuals and will prefer educational - ,

programs which pperate from "'neutral turfs" such as schools L e

and colleges. Since adult learners frequently seek to enhance '
¥ work-related gkills, and since tuition reimbursement plans
frequently are restricted to work-related programs, enroll-
ments in adult extended learning and community college pro- . .
grams stand to benefit from increased labor leadership in ' ‘
this area. . N

|
| . s -
. organized labor, so hawve l;bor organizations rid

(3

® The bulk of any scdéﬁﬁ's students are fated to be workers

rather thed managers¥X Yet the perspective of American educa-

- tion curricula has been largely managerial.” Occupational and
vocational education programs have shied away from offering a
labor studieg perspective. If collabodation is to address the .
self-interests of students as learners and citizens, closer -
awareness and understanding of labor history and practices

* should be part of the collaborarive agenda. Of course, any
such efforts must be balanced in terms of both labor and
management interests. . -

I ~ Summary
Fromfphe perspective of the literature on industry-education-labor \\\\
«+ eollaboration, one finds three themes of special signifiéance:

¢ /That individual leamers will bq_ﬂotivated to develop academic
and vocational skills and ‘positive attitudes towards society
if in-school learning is cfosely linked in the learner's mind -
to relevant people, places, and opportunitigg in the immediate .
h community and the larger society. Improveﬂiﬂ%tlvation may, in
turn, reduce both anti-social behavior and the need for costly
remedial programs. ¥§ '
N e That maiﬂtaining the values of demofracy and capitalism- .
requires the participation of emplgyers, workers, and other
titizens in support of curriculum development, teacher train-
ing; career guidance, and effective educational administretion.
\ ~ S .
® That maintaining a labor supply "aligned" with the market
demand for labor is cost effective and requires the participa-
tion of knowledgeable business, labor, and education leaders
. in developing labor market information, forecasting the
economic development and employment needs of the local and
regional economy, preparing shof¥ and long-term guidance for p
curriculum developers, career guidance-planners, students,
and the community at large.

14 r)£; ' . .




Since the days of Dewey, the National Society for the Promotion of
Industrial Education, and the "scientific management" approacH‘to human

“
. .
development, these themes have been the subjects of igtense promotion and

intense criticism., Authors lined dp on one side or the other dependi;g on
whether they saw benefits aécruing to students, educators, business and )
society as a whole or whether they saw students, parents, and educators as
too vulnerabie—-financially, intellectuall§, or?politically——to withstand
the impact of special interests, too weak to protect the schools' role as
an imparter of balanced'Perspectives and critical thinking.

Much of the current debate over collaborative ¢ouncils has historical
ties to debates over the linkages of vocational and career education to the
world of work. For the most part there is the agsu&ption that some types of
connections are useful and legitimate, for some if not all students: The
debateilhowever, centers on whether acgual practices provide the promised:
benefits. For example: is local and national economic forecasting ;uffi-
ciently accurate to justify educational investments in new curricula and
facilities? Who will pay for and who will benefit from decisio;s to concen-
trate school vocational training in a relatively few technical areas? Are
community resources (such as classroom speaker;, internship placements, and
cg;ﬁerdmentors)yused appropriately to motivate learners? Are the essential

St

skills of computation, reading, and writing enhanced? Are community
resources conc;ntrated (and ste;eotyped) for use by some students and not for
oihers? Are students exposed to a bus*ness perspective, but not a labor )
perspective? Axe business ana lakor representatives exposed to a student and
teacher perspective. Does "institutional'learning" take place so that the

effectiveness of institution&‘tlinkages is improved over time. Questions

such as these connect the concepts and practices of collaborative counci}s




K

specifically to the mainstream of j&dustry-education-labor collaboration and

cooperation.

Conclusion

Educators and public educatisn institutions, particularly secondary
education, will be under énormous financial pressures during another decade
of population~§hifts from the young to the oid, and of increasing proportions '\\\\\
of hispanic and élacks enrolled in public schools. Educators will be hard :
pressed to edugate the public in order to preserve the tax base for public 1
education. Understanding and active support from organized labor and
"organized business " will help considerably. From t%e educator's perspec- * 1
tive, and presumably from the perspective of student and parent, the forma-
éion of local coalitions supporting education programs may be the most
powerfdl motivation for the activation of collaborative councils. But on this
point, this young literature on collaboration has little’experience to report,

L4

It does, however, point to a future literature still to be written.
.. 4
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CHAPTER II

THE COMPLEX STRUCTURE OF EDUCATION RELATIONSHIPS

WITH THE PRIVATE SECTOR

@s we become more of a learning society, it becomes progressively more
difficult to decide where education institutions end and the corporate and
employment world begins.

From day care (in large part a major entrepreneurial effort at the micro-
business level), through independent technical séhools and non-profit suppliers
of basic skills anq training, to postsecondary associate, baccalaureate, and
graduate degree programs designed and taught by corporate staffs, enormous
quantities of formal learning programs are provided by non-traditional and
frequently for-profit suppliers. Looking beyond formal programs‘to the vast
market for informal learning through newspapers, television, computer-
videodisc programs, other communication media, commpnity-based organiza}ions
such as park and- recreation services and YMCA/YWCAs, we quickly see that the
arrival of an information-centered society makes demands on the place of
traditional schools and colleges in our soclety. g

The education and training functions gf schools, colleges, businesses,
and unions, and the movements toward collaborative activities among these
in;titutioqp, can only be understood as components within the large{ education
and training system, which includes public-sector.agencies,'prOfessional

asgociations, libraries, parks, cable television and other media publishers,

educational brokers, alternative education organizations, and other local

14

This chapter is adaptedéfipm: G. Gold. "Toward Business-Higher Education
Alliances" in G. Gold (Ed.Yy New Directions for Experiential Learning:
_Business and Higher Education--Toward New Alliances, no. 13. San Francisco,

‘Ca: -Jossey-Bass, September 1981. p. 9-27. ‘ .
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providers and consumers. The very boundaries of a high school, university or
college seem to disappear when corporations and unions provide remedial and

vocational skill training, when colleges form research and development

subsidiaries or engage in "tailored" technical training, when high school
tlasses build and sefi houses, or when corporations and unions establish formél
schools and colleges and when learpers increasingly receive college credit

for learning tgrough life and work experiences outside the academy.

It is not at all clear whether the, blurring of these boundaries ought to *
be taken as a welcome opportunity or an émerging problem. Do these developments
undermine the cent;al missions of schools and postsecondaty education institu~
tions? Do education and training functions divert the resources of businesses
and unions away from their central missions? Or is the transition of a
world economy into a new information-centered, service-centered ecoﬁomy forcing
a redefinition of the basic missions of education institutions?

Most contemporary discussions emphasize two points to explain the apparently
more frequent overlaps and blurring of boundaries between education and the
human resource functions of business and labor organizations. The driving
force on the education side is said to be falling enrollments. The elementary
and secondary schools (both public and private) look to corporations and unions
for political and financial support as the natural constituency of young
people declines. The postse;ondary colleges and universities look to corpora-
‘tions and unions for political and financial support, but even motreso for
adult enrollments and research support.

€

It is a thesis of this report that, although these are important motivations,

the movement toward closer relationships between edufation and work institut}%&g

and the trend toward greater dispersal of education, training, and research

, 30
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would continue (albeit with fe@er rhetorical flourishes) even were enrollments
steady and quality of basic skills adequate.

This thesis is itself a corollary to the main thesis that as education
and skill development become critical factors for the efficient functioning of
. a knowledge-sensitive, complex, and interdependeﬁp‘society, leaders in each
sector will act of necessity to create these intersector linkages and to develop
simultaneously the capacities of their organizations to perform important )
functions (such as training) which other organizations cannot adequatei}‘
perform. The primary implication of this thesis is that the pragmatic relation-
ships between education and work institutions are defined within a context of
distinctive core mission;.h These missions are modified as opportunities arise
to include functions which might appear to be closer to the missions of other
sectors. A second implication is that shifts in khe functions perf%rmed
by any given institution in a given community occur in a context of the mix of
resources, needs, and leadership of the respective institutions to which a
specific institution is related. The roles of institutions with regard to
education and training are determined more by pressing community-wide require-
ments for efficiency in the provision of teaching/learning or research services
and less by acquiescence to the official missions of organizations.

A third, and crucial, implication of this thesis is that the éualiéy
and effectiveness of a community's total teaching/learning and human resourées
delivery system is dependent upon the extent of accurate communication among,
the various providers in all the formal sectQrs: eduéation, business, labor,
government, community service (including religious). Suppose, forlgxampié,
that ta#—supported vocational education and career information programs face
unexpected budget cuts. Continuity of essential Bkill training and information

>

dissemination might be quite different in communities where schools and

3
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employers have little prior contact as compared to communities where such
contacts are nurture& at numerous administrative and political levels across
numerous activities, Or suppose technologjcal retooling requires massive
readjustments in a local economy. In one case these changes might be
announced with little or no advance warning or preparation. In another
multi-sector planning at local or regional level might be able to develop-t
resources and design a readjustment plan in time’to at least minimize the
most turbulent features of the unavoidable changes.

This line of thinking leads to a fourth implication: the need for the
invention of intermediary structurés and organizations which can monitor
institutional needs and activities at the local level, be oﬁaective forums
for the analysis and discussion of problems, resources, and creative ideas
designed for local application, and which can help community leaders arrive
at consensus regarding the distribution of functions and institutional responsi-
bilities appropriate to the needg of a given éommunity at a given poiﬁt in
time." Because core missions remain relatively stable, the major impact of
careful management Pf community resources is on those activities which connect
organizations: activities such as career counseling and information, skill
training, and placement in career jobs or temporary work experiences. But
intermediary, consensus-building organizations can also play political roles
ig developing alliances needed for legislative lobbying and/or influencing
public opinion on specific issues.

Thus, starting from the basiz rapidity of technological change‘and the *
corresponding dem efficient institutional responses we arrive at the
need for community-leve ermediary organizations. This logic seems bound
to become more prevalent throughogt developea nations dependent on high
technology communications systems.

32
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This logié bids us to pay closer attention to local collaborative organi-
zations. Even where those organizations may appear to be performing relatively
minor roles--as is the case with many collabbrative industry-education-labor
councils today, the very fact éf their existence should be interpreted as a
testing of the waters, a kind of ggtting-to-know—y;u stage in an evolutionary
process toward what we will call here "performance-based communities."

Simply defined, a performance-based community is one in which community
lf&ders balance their loyalty to organizational self-interests with a loyalty

to the welfare of the community as a whole and to the optimum performance of

core functions (economic, health, education and training, public safety, etc.)

Ve

regardless of narrow institutiénal missions. Intermediary organizations such
as collaborative councils are essentialsto the sustained effectiveness of
performance-based communities.

This discussion has emphasized those points where the behaviors of
education and wprk organizations offer similarities. Given the purposes of
this study, this emphasis is inevitable. But readers should be aware that
any alliances q? education institutions with business, labor, and government
organizations are stiil limited gy tpe essential function of protecting ’
inquiry and criticism in all disciplines--whether in matters scientific, .
politicai, aegsthetic, or economic. And it is still the case that the freedom
of belief and speech, the freedom to be critical, is more frequently, albeit
not perfectly, protected in educational than in corporate'or union settings.

The creation of collaborative inter—institutional relationships also is

constrained, or ought to be, by consideration for the roles that educational,

~ business, labor, government, and other organizatiéns play in the lives of

individuals.

Learning can occur at any time, in any place. The attempts of higher

\
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education, business, or orgarnized labor to assume some larger degree of

responsibility for the quality and content of individual learning in non-

traditional settings can be seen as either assistance to or as intrusion on
the efforts of individuals to find their ways in the world. Individuals are
intimately affected by the ways in which higher education and the private
sector carry out their respective responsibilities.

Colleges and corporations alike endorse, and even claim to provide
sanctuary to, th; concept of individualism. Likewise, both claim major
contributions to the aggregate mental energy and wealth of the nation. Free-
market capitalism, academic freedom, ané the core sociopolitical freedoms of
speech and religion are each different but essential pillars of American
values and institutions (Stauffer, 1580):(

Yet a key digginction is that while the aim of business is to direct
individualism toward the production of economic wealth, th@ core aim of education
is to direct individualism toward self-knowledge and”from that self-knowledge
togard worlé knowledge, of which economic wealth is but one part. If there
is a corporation where Kagt, calculusg, Marxian economics, anthropology,
engineering, basket-weaving, and yoga are taught, it is an exception to the
rule, and probably a marvel. Under the aegis of higher education such a
melange is merely to be expected. However, fey would rely on a higher edﬁcation

4
e, produce and market a new

institution to successfully launch a space shu
soap, or manufacture computers on a large scalel is distinction creates
strains that iﬁevitably are felt in the formation offserious relationships
and alliances between higher ed;cation and business.

It is therefore iﬁﬁa?fant to ask to what extent any propéseé or
operating linkage between the business, labor, and education commﬁniéies may
restrict or eXpand.those institutionsﬁ%gbility to define and enforce their

34\
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own senses of ﬁ{o er behavior. That these boundaries and restrictions

exist is readily acknowledged providing a source of endlessly ebbing and

flowing debate (?avitch, 19783 Feinberg and others, 1980). Whether the

present enthusiasm for postsecondary liaisons with the corporate community
may be of such a scale as to force historic shifts in the relationship is a

. ®
more immediate and substantial question.

The question is made even more complex by the fact that secondary and iy

N—
postsecondary institutions, having become increasingly dependent on federal

..

and state government aid, are now battered by government regulations and

declining enrollments among youth (Giamatti, 1980; Moynihan, 1980). 1In the

/

facd of declining resources, educational institutions are turning toward
corporations and occasionally toward labor unions in search of sympathy,
political allies, and new resources and Fnrollments--perhaps without thinking
through the consequences of these alliances;

After briefly reviewing the history of relationships between business,
labor and education, this chapter will discuss the present setting for such
alliances from the perspective of the four basic functions that characterize
work-education collaboration: (1) the production and distribution of teaching/

learning services; (2) the production and distribution of new ideas and
»
products; (3) the flow of human resources between education and employment;

*

and (4) the process of strategy development for education-business-labor

relationships. Issues and strategies for the future will then be presented.

History of Industry-Education-Labor Relationships

This chapter is an exploration of the forms and functions of relationships ¢

between education institutions and the private sector. The main theme :

applicable to business—education-labor collabbration at the elementary and

3
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secondary levels have already been,descriﬁed in Chapter I. This chapter

attempts to delve deeper by examining the full(fpectrum of functional relation-

ships available to education and work institutions. To do so it is useful to ~

narrow the discussion to the complex relationships between higher education

and business at the postsecondary level.

The history of industry-education-labor relationships has two very

distinct sub-parts: relationships with higher (postsecondary) education and
relationships with elementary and secondary education. A third area of -
relevance is the history of the growth of education and training functions
within the business and labor sectors, independent of or even in reaction to
direct experiences between those sectors and education.

From about a century ago, when the creation of Johns Hopkins and Cornell
signaled the active involvement of industrialists in formulating the new

-

purposes, content and methods of higher education, the two worlds have been

<:‘\\\}nterlocked. Thorstein Veblen, for example, observed eighty years ago that

it was the inexorable influence of the modern corporation and its industries
that first mégsi the established higher education institutions away from
clagsical studies and toward research (Veblen, (1899)1953).

According to Veysey (1965), the 1890s marked the first time that overt

student recruitment gtrategies were employed. College presidents and professors
’ ”
catered to a wider clientele: "Bearing such titles as 'The Practical Value

:
of a College Education,' 'Does College Education Pay?' and 'College Men

First Among Successful Citizens,' these writings helped establish an atmos-
phere of welcopfe Xor boys of worldly aspiration” (p. 348). This period

in&g;a d the credentialing function of higher education and "old boy networks"

that Jhave become such core elements of the hl zher education-business human

resource system. Thus began the first great Wave of democratization in
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American higher education, with *the new, corporate management class most in

.
“t
‘I

mind.

' The founders of JohnslHopkiﬁs, Cornell, the land grant state universities,
and the early technical cdileges were enthusiastic about the contributions of
American. industry to éhe wealth, both intellectual ;hd economic, of the nation
and to its position in world affairs. They welcomed the concept of stewardship,
that wealth was entrusted by God into the hands of capable individuals whose
personal ;esponsibility it was to distribute tha£ wealth to benefit the society'
at large. More than welcomed, ph#lanthropy was expgcted from the ﬁrivate

sector (Veysey, '1965).

Not all were persuaded‘bx this argument,. however. On the.one hand, many
fortunes never foun@ their way to public purpose de;pite the examples of
Rockefeller, Carnegie, and others. On the other hand, numerous scholars
resisted too close an association with '"monied interests."

No academic trend excited more heated comment at the time than this one.
John Dewey asserted in 1902: "Institutions (of learning) are ranked by their

e
obvious material prosperity, until the atmosphere of money-getting and money-
spending hideés from view the interests for thg sake of which money alone has -

- .

' In an extreme form such indictments charged that university leaders

't\ﬁ‘

a place.”

took their orders, more or less Qirectly, from industrial magnates. Harvard's
John Jay Chapman noted that "as the hoss has begn the tool of buéfnessmen in
politics, so the college president has been his agént in educa‘ on" (Veysey,
1965, p. 346). ' v

This pattern of attraction and avoidance continues today. Corporate
~ philanthropic support for edutation, $870 million in 1979, has’averaged about
36 percent of all corporate givin% annualg; for the last fifteen years

[ hd $
(Counc;l for Financial Aid to Education, n.d.). But corporate interest is-—

. - | A
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not without reservations. While 96 percent of 292 corporate chief executives

surveyed in 1979 agreed that '"corporate self-interest is best served by

preserving the basic freedoms in the university' and that "competition among,

ideas is essential to the vitality of free enterprise,' over half had some 3

doubt about their willingness to provide support without interfering in academic
policies and practices. Over three-fourths complained of a liberal bias and lack

. <
of support for market-based systems among university faculty and students. About

one~third said that the economic or political views of faculty are an important

factor in corporate decisions to support a university (Research and Forecasts,

[}
Inc., 1979). Ambivalence of this kind permeates these interinstitutional

relationships and creates a strong case for building careful balances into new
relationships.

Tﬂe core of the problem, and the critical element differentiating business-
higher ,education relations eiéhty years ago frory those of tbd;ay, is tha;: business
and education were less equal institutions then, with few goods on either side

/
worth exchanging. They spoke entirely different languages and envisioned for

themselvés entirely different purposes. Higher education could confer some .
_iégitimacy and prestige on those it touched but had few direct bedefits of real’
scale to offer industriaiiﬁti and politicians. Similarly, business and industry
had little to offer higher elucation other than financial support of a worthy
X . -

"social institution, h

During the past thirty years, however, a complex network of relationships
\ﬁés\363213$ed and is still developing between business and higher education.
The interconnections are interpersongl, interinstitutional, and intellectual

\ &
in nature. The prestige universities are as affected as the community colleges

and technicgl schools. Key factors in the creation of this netwdrk are:

o Cbrporaté presence on the boards of trustees of colleges and
- universities, private and public, and domination of corporate

/
* .
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board rooms and planning staff since World War II by college and
graduate school trained managers and technocrats

o Expanded corporate educational philanthropy, stimulated in part
by the formation in 1952 of the Council for Financial Aid to
Education

o (Consultantships and ‘community service projects of faculty meﬁbers
and extensive use of real-world sites and learning experiences
for students . ’

- @ Availability of corporate and union tuitiqﬁ assistance

.
et v »

e Growth of professional gssociations and their publications as forums
for "cultural exchanges" between members of the two sectors

e Ability of community colleges to penetrate the market for all
types of occupational training, in part creating that market
while transferring costs from employers to individuals and tax-—
payers »

) ImproJHiﬁereer guidance, student placement, and employee recruit-
ment processes that attempt to make postsecondary educatiop more of
an integrated function for the career advancement of individuals

° Qnions, too, have moved closer to education institutions and their
concerns, in good part because of the unionization of school and
higher education facilities.

Without this intertwining of ideas and people, inétitutional collaboration
Qould be impossigie to achieve. Takéﬁ together with common interests in solving
economic, po}itié&l, and technological problems, these relationships form the
basig for coalition building (Stauffer, 1980).

Yet ald available evidénce still reveals the modest influence of these
relationships on the ;gqsent gctivities of colleées, universities, and corpora-
tions. Corporations account for only about 3 percent of campus-based:basic
research.' With a few notable exceptions, few higher education institutions
have made off-campus Internships, ;ooperative education, and other experiential
learning prograhs central methods within their curriculum. Career.planning
and pla;ement information systems are only beginning to have effects. While

corporations may stand ready to be used more often as learning siteg, their .
)

potentiaf is relatively untapped (Lusterman and Gorlin, 1980). Use of tuition

29
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4 H)
assistance programs by nonmanagement employees rarely exceeds 3 percent of the
3

eligible work force. The corporation that actively encourages management and
other employees to pursue continuing education beyond immediate work-related
training is exceedingly rare (Charner, 1980; Knox, 1979). The great bulk oé
corporate human resource education and training thus far is performed inrhouse.
or through consultants and very little through campug-corporate programs.

A theme emerges from these observagiéns: Although the re}ationship;

A

betyeen the higher education and business sectors may be complex, they do not

A
yet engage the vested interests of the two sides. We have not yet reached a \\\\

.point where the enrollments of higher education or the profits of corporations
have been tied to direct collaborative planningpand action. Nor have we reached
a point where the benefits and costs of collaborative planning and action have

been clearly stated, placed in proportion to the overall missions of the two

» L]

sectors, and used to develop a comprehensive consensus on the future distgibution

of education, training, and research in the United States. This is not to say

A ]

that such linkages are not feasible or not already being tested. Whether they

are inevitable or desirable must be left to ﬂiglussion, which this sourcebook

hopes to stimulgte. (%
. i

Current Higher Education-Business Relationships

The changing nature of higher education-~business relationships will become

more clear through examples of collaboration in fach of four functional areas:
. , .
1. The production and distribution of teaching/learning experiences
and services. Which.institutions have been and will be responsible
for adding economic and other values to human re&durces?

2. Theé production and distribution of new ideas and products. Who is
and will be responsible for basic and applied research?

3. The flow of human resources between education and employment. Who
will design, finance, and manage (in sum, who will control) information
and opportunities for directing individuals into education and

work?
40
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4, The process of strategy de&elopment. Who has been and will be
responsible for deliberate planning and communication among
policy makers influencing the structure of education and business
relationships for the three previous functions.

These four categories‘aré derived from considering the exchangeﬁgbf resources -

hd Pd

that higher education and business can offer to each other: people, money,
ideas, power; time, places. Can collaborative activities inﬁgpese four greas
L produce mutual respect, trust,sreliability, and demonstrated results that will

" enerit individual businesses, higher education institutions, and adult learners?

2 Teaching and Learning. By shattering the administrative lockstep of the
)

standard degree program, the more innovative community colleges and universities

of the past twenty years created within themselves the attitudinal flexibility and
/.

administrative agllity esséntial to dealings with other sectors, including

- employment institutions. Though traditional colleges and universities severely

critIEized‘community colleges and nén&raditional institutions for adopting such

-

" innovations as open enrollmept, field experience and cooperative education, '

asséssment of prior learning from life and work éxperience, and other individual-
*

ized programs for adult learners, many of those traditional universities today
have implemented simildr programs and policies.

One might now find on college campuses numerous programs involving the

—

corporate sector (many of the following examples are taken from Bulpitt and

~
v

Lohf £, 1980):

o Cooperative education programs. These programs are college-wide”
in places like La Guardia Community College in New York City
and \Northeastern University in Boston. ’r

.® College-coordinated apprenticeship and pre-apprenticeship programs.
For example, Dallas County Community College District works with
local automobile dealers and with Dallas CETA, construction
contractors, and area electrical and carpenters apprenticeship
programs.

o Tuition ggsistance programs. For example, Kimberly-Clark Corporation
instituted programs with the University of Wisqonsin/Oshkosh and
other “higher education agencies. Over 200 unich-management

29
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contracts (the UAW-GM contract is probably the most generous) make
tuition. assistance available to thousands of union members.

Industry-services programs, Many state economic development

programs provide yocational training through secondary and
postsecondary education institutiong, frequently using employer-
provided instructors, equipment, and classrooms (Paul and Carlos, 1981).

Joint curriculum improvement efforts. Examples include occupational
advisory committees, corporate-sponsored in-service programs such "as
General Electric's Educators-in-Industry Program, and Central Piedmont
(Charlotte, N.C.) Community College's Project Upgrade.

Small business management training. Brookdale Community College
in New Jersey, for example, houses a Small Business Development
Center, a Small Business Institute, and’ a chapter of the Senior
Corps of Retired Executives (SCORE), funded by the federal govern-
ment's Small Business Administration.

Courses for management. Miami-Dale Community College and a regional
banking corporation developed a for-credit, in-house program using
materials, instructors, and media equipment from both college and
company. Harvard's Advanced Management Program, conducted since
1943, is the oldest in the nation, with 11,000 graduates.

Numerous examples of college and university programs serving labor
unions and their members have been described in Stack and Hutton
(1980).

Meanwhile, corporations have taken steps of their own to fill perceived
gaps in the nation‘s(educational services. Few educators appreciate that the
teaching/learning function has as venerable a history outside educational

ingtitutions as inside them. Private sector initiatives range from

o,

\— .
remediation, motivation, and pPe-employment skill training to postgraduate

lgarning of the highest level.¥ Among the more familiar examples are the

!

following: ,

\
|
‘ e The Bell System (AT&T) spent $1.7 billion on employee education
- and training in 1980. ’

o Arthur D. Little, Inc., the General Motors Institute and Wang
Institute are accredited degree-granting institutions.

® The George Meany Center for Labor Studies, Inc. was established
in 1970 to provide initial and advanced trainidg for labor union
members. A college degree program taught at the Center leads to
a B.A. degree in labor studies from Antioch College. Apprenticeship
] .

»




and associate degree programs have been established with other
colleges across the nation.
-~ -
® Apprenticeship training funds negotiated by unions agd management
have been used for many years in the construction trades and other
ihdustries_to establish independent schools and training centers.

e Courses designed and conducted entirely in-house may be evaluated
by a credit-recommending authority such as the American Council
on Education or the New York State Office of Non-Collegiate
Sponsored Instruction,

® Control Data Corporation, Chrysler Learning Instituté, Singer, and
RCA, among many others, compete with schools and colleges as
providers of basic, advanced, and employability skill training.

e The increasingly active roles of print and electronic publishers
in corporate training and the new markets for home computers, -
videocassettes and videodiscs will have a major influence on
future formats for teaching and learning.

The point should 'be obvious: Higher education does not have an exclusive
hold over the teaching/learning function. As business expands its training
capacity and hires larger numbers of imaginative, ambitious professionals to
staff its training programs, encroachments will be made on the formal education

system. But a head-on battle need not‘happen if the two sides can agree on °

-

roles appropriatg to.their community and economic contexts.

Examples of these mutually satisfactory relationships have become more
visibIE‘aﬂﬁ”EGii prevalent just in the last two years (for example see
Parnell and Yarrington,.1982, and the'Committee for économic Development,
1982).

" New Ideas, New Products. Historians, sociologists, language instructors,

>~
anthropologists, and other humanists, as well as engineers, physicists, chemists,

biologists, geographers, and economists all produce ideas. Though strengthening
the overall economic and enroliment posture of a postsecondary education insti-
tution, crucial investments in engineering, business, or basic scienle education .

*  will not hide the fact thac, in sharp contrast, the social and aesthetic

@k..




disciplines must struggle to define their relevance to corporaié needs and
corporate investments in campus programs, CNL

A recent news article, ''Campuses Cementing Business Alliances' (Lohr,
Nov. 16, 1980), tolh of a "global race to spawn new technologies" and "a flow

of corporate dollars into university laboratories."

-

Among the examples cited
were: ' \

e A Massachusetts Institute of Technology-Exxon ten-year $7 million
program for advanced study of more efficient bu:ging proqessesr

e "Harvard and Monsanto's long-term, multimillion dollar program
on the biology and biochemistry of oxgan development

e Johns Hopkins and Estee Lauder's establishment of an institut
of dermatology

# Cal Tech's cooperative research program with half a dozen
companies--1IBM, Intel, and Xerox among them--concerned about
advance design work for microprocessors.

Current joint research programs recall the initial boom in defense an?_
space R&D in the 1960s. Peripheral industries‘clustered around universities
(such as Boston's Route 128, northern California's Silicon Valley, and North
Carolina's Research Triangle) created consultantships, internships; and small
business spinoffs inﬁo new technologies. Symbikotic R&D relationships justified
area economic development strategies that tied business site selection to the

resed¥®ch and management training capabilities of area universities and the

technician training capabilities of community colleges
L

The trend toward moré)corporate investment in on-campus research would

gain substantial momentum if legislation such as the Research Revitalization

.
[

Act of 1980 were enacted to provide tax dredits for corporate-supported campus
research. In November 1980, Congress enacted a bill giving businesses and
universities more authority to commercially exploit inventions developed by
them under government grants and contracts. These examples of avenues for

indirect rather than direct federak investment in "hard" science research may

, \ 2 44
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provide the policy direction for future corpoiﬂfe-university R&D efforts.

A less glamorous example of the flow of ideas between business and education
involves the technical assistance provided to colleges and schools to update
administrativez transportation, personnel, and financial systems. This flow

works both ways as professors consult with businesses and unions. ///’\\\

‘ﬂ? Flow of Human Resources. To survive, colleges and universities must on-
strate their continuing contribution to the core social function of giving people

the slkills they need to earma living and prgviding social institutions with people
Y

capable of performing needed social roles. The flow of human resources, from an
institutional perspective, 1s a three-stage process: intake, treatment and
productive use, and transfer to the outside world.

Under the intake category can be included:

e Corporate-sponsored scholarship programs and industry-wide recruit-
ment/scholarship programs, such as the chemical industry's
minorities in engineering (ChIME) program. Organized labor unions
at local, state, and national levels also provide scholarships for
union members and their families and-in some cases for general
applicants

o Higher education-sponsored career information and exploration
programs, such as M.I.T.'s Work in Technology and Science project

o Joint information and outreach programs, guch as Career Guidance— —
Institutes initiated by the National Alliance of Business and
cosponsored by colleges and community organdizations

o Intermediary information sources, such as educational brokers and
federally sponsored Education Information Centers, which work with
employers and higher education

o Corporate programs such as Polaroid Corporation's Tuition Assistance
Office. | : *

Within the treatment and productive use stage are numerous examples built

!
around teaching/learning activities such as cooperative education, internships,

' -

industry-services, and apprenticeship programs cited earlier. Coordinator

i

positions are an important part of this process, including co-op and industry-
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services coordinators on campuses’and liaison positions within corporations

and trade associazioné, such as Chamber of Commerce and NationallAlliance of
Business regional human resource managers. Education directors énd representativeé
of national and international unions (for example, the AFL-CIO's Human Resourdes
Development Institute) and state and central l;bor councils are their counter-
barts for organized labor. ’ .

Flow of human resources is enhanced by the employer's ability to use the
teaching/learning activity.?ﬁ a means of advance assessment and screening of
prospective employees{\by the learner's ability to develop personal contacts and
a work experience resume, and by the higher education institution's ability to

~
reduce its isolation and to establish a credible "track record" with corporate

personnel and training departments. g

In the transfer, or output, stage can be included the career guidance and
placement offices found on almost all college campuses, providers of occupational
information‘such as State Occupational Information Coordinating Committees and
corporate developers of occupational information materIZis and systems, and
various collaborative councils whose purpose is to smooth the movement of

individuals between education and work.

Strategy Develbpment. Leadership will be required to move beyond individual

examples to a broad consensus on hoy higher education and business, together
with government and labo¥; can meet the naEion's manpower, training, and rgsearch
needs. Far more than new dollars, leadership is what will make the difference.
Far more than rhetoric,-effective mechanisms for sustaining communications and
collaborative programs are essential to effective leadership.

Three examples of problem-solving mechanisms are collaborative councils,
credible projects and programs, and conferences. Collaborative councils speak

to the problem of how to maintain leadership communication across the sectors
L
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on a particular topic or set of topics over an extended period of time.

N -

Credibteprojects and programs address the problem of hgb‘ o implement agree-
ments,made at leadership levels or how to demonstrate the utiNty of new

services on an experimental basis prior to top leadership invo vement., Confer-
ences are valuable for their cuﬁulative effects on network building rather than

for their one-time contributions. Taken together with more informal contacts,

\ \

formal "centers,"

and coordinator positions within corporations and colleges,
these mechanisms are the infrastructure upon which coalitions are formed.
Collaborative councils address the common interests of both sectors:

¢ The Joint Council on Economic Education was formed in 1947 with
business, labo;, and education support to assist economic
literacy programs throughout the nation.

¢ The Council on Corporate/éollege Communications, organized in
1976 by the American Association of State Colleges and Universities
and eight major corporations, spénsored campus-based programs,
including businessperson-in-residence and faculty-management
forums. . ‘

¢ Local and state-initiated industry-education or work-education
councils bring together multisector leadership in at least 140
communities nationwide. Networks of councils exist in several
states, notably California, Connecticut, Michigan, and New York.
Councils are represented by two associations: the National Work-
Education Consortium and the National Association of Industry-
Education Cooperation.

e Approximately 450 local and state Private Industry Councils
‘ (PICs) were created in 1978 under the Comprehensive Employment and
Training Act (CETA). Mandated membership includes a business
) majority and representation from other sectors, including local
higher education institutions.

- /
¢ The Business-Higher Education Forum, organized in 1978 by the
| American Council on Education, consists of chief executive
\. officers of major corporations and college and university
presidents and chancellors. 1In 1981 the topics on the forum's
agenda are energy research, engineering manpower, capital
formation, and cooperative R&D.

The University Advisory Council of the American Council of Life
Insurance was established in 1967 as a forum for discussions among
college presidents, leaders of.education associations, and top

executives of the life Insurance industry. The council sponsors
»




meetings, programs such as Business Executive in Residence, and *
conferences on long-term societal issues.

e Secondary and postsecondary education institutions receiving
federal Vocational Education Act monies must establish local
advisory councils. Local membership is typically weighted heavily
toward employers. These councils tend to focus on curriculum

! issues.
. t \

Credible projects and programs are building blocks, the "nuts and bolts,"
of institutional relationships. Many examples were noted earlier in this
article under the teaching/learning, new ideas and products, and human resource
flow functions. These are included under strategy development because, when
successful, they ﬁrovide‘credibility and contacts for subsequent initiatives and
are, therefore, integral to long-term planning of intersector strategies. A
single example should suffice: In many communities, cooperative education
programs are most closely identified with corporate-campus alliances (Wilson,
1980). The responsibilities of employers, stu&ents, and faculty are easy to
understand, and the rewards are tangible and immediate. A few colleges make

Y
the cooperative experience the central point around which curricula, guidance,

i

\
\
|
financial aid, and job placemept are provided. Enthusiastic national evaluations
resulted in expanddon of federal funding for cooperative education and inclusion .

|

of co-op students (whether or not economically disadvantaged) among the target
groups for whom employers can receive Targeted Job Tax Credits (Elsman and
Robock, 1979).

Conferences can also be designed as strategy-building mechanisms. For
/

Vocational Association, and the American Society for Training and Development
»

|
example, the American Association of Community and Junior Colleges, the American

jointly sponsored a 1980 conference on "employee trainﬁ?g fe(\gij:::tivity" with

the purpose of opening communications and cooperation among the ¢ tituencies

of the three groups (Yarrington, 1980). The twelve-year-old League for Innovation




in the Community College group of seventeen community colleges, provides
another example. A June 1980 league conference on cooperative efforts between

community colleges and local businesses resulted in a publication describing

.

over 200 linkage projects under way (Bulpitt and Lohff, 1980). In December 1980,
the league pursuea this tgeme at an executive retreat for college presidents and
top corporate eXecutives.

Similarly, the growth of labor studies as a major discipline on many

campuses, and the many linkages between the University and College Labor Educa-
4
tion Association and organized labor have resulted in coordinated planning.
o .
The UCLEA and the AFL-CI0 Education Department hold their annual conferences in

tandem.

The point of these examples is simple: Recent years have seen increasingly
effective talk and action aimed at creating sustained communications between
business and h{E:er education and between organized labor and higher education.
These mechanisms have helped produce ideas, commitments, demonstration projects,

and programs with impact locally and/or nationally in each of the four functional

areas. What has happened thus far, however£>is pilecemeal and exploratory.

The Path of Innovation: Towafd a System Perspective

2

Ironically, today's mokement toward closer relationships between business

and higher education is in many ways a tribute to the success of the reformist
U

ferment within R&gher education during the past two decades, when innovation

- .

had little a’”g:“with business. It is interesting that Change magazine and The '

Cornell Center for Imprqveuent in Undergraduate Education's remarkable The

Yellow Pages of Undergraduate Innovations (1976) did not even use "business
cooperation" as an index heading for the 3,000 entries; and 'community .

cooperation"” consisted mostly of cooperation among local colleges.

N

W
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Scattered and sometimes visible higher educatioﬁ projects involving business
and other community agencies set valuable precedents; they showed what could be
done. But they were incidental to the more pressing issues facing higher
education managers, issues that wegre well documented by the Carnegie Commission

(1972), the "Newman" Report on Higher Education (Newman and others, 1971), and

the Commission on Non-Traditional Study (1973). These studies i?phasized the
importance of expanded educationa} opportunities, especially access to higher
educatiop for minorities, women, arld older adults; diversified instructional
techniques and curricular offerings} expanded support services to make full
educational opportunity feasible; and administrative restructuring to make
educational oppo}tunity possible and meaningful.

The experiential educatio;:;ovement played a leadership role by breaking
new ground in idenﬁifying new groups of students, new sources of faculty, new
learning opportunities in their communities, new formats for interdisciplinary
study on campus, new criteria for éss%ssing learner performance, new ways of
developing and applying academic standards, and new Hrocedures for working with
external organizations and facilitating sTudent and faculty involvement with
those or;;;zngiens (Thé Cornell Center for Improvement in Undergraduate
Education, 19%4; Ritterbush, 1972; Carnegie bouncil on Policy Studies in Higher
Education, 1980; and Keeton and Tate, 1978). Questions about who learns, who
teaches, and what time, place, money, support services, and administrative
procedu;es are involved--questions thought radical (if thought at all) in 1960--
had become commonplace topics by 1980.

What appears to be new about the current decade is that the policy and
administrative revolution arising from the reforms of the 1960s and early
1970s in higher education is gaining momentum at the same time as employer and

»

union-based education agg training programs are being expanded and reformed.

00
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Employers, too, have experienced a decade or more of expansion and reform

of the concepts and practice of corporate education and training. Programs\are

more numerous and more diverse in scope. Hﬁman reséurce development (HRD) has b
become a function in its own right, separate from personnel administration.

Human resource planning is only now becoming part of overall corporate strategy

development. External human resource factors such as the performance of school
\ - .

4

systems and universities have only recently been widely recognized as direct
concerns of corporate leadership rather than as peripheral community relations

or philanthropic issues. It is no coincidence, for example, that banking and

-,

igéurance institutions with community-wide interests have taken special leader-
v

ship in local and national education and human resource developments.

Cross-culqrral mixing and matching of the two Sectors is now taking place
with some frequency, Assuming these gommunications result in trust, not
suspicion, what do the consequent programmatic relationships imply? How will
learners benefit? And who will pay the piper?

——

From a concept of.,a "higher education' system, we seem to be headed toward

s -
R . \ M

a concept of a lifelong learning system (Fraser, 1980), in which education and

training institutions are but one major component. Others are employer insti-

tutigns; labor unions and érofessional associations; community services

(libraries, educational brokers, and nonprofit special and civic Yaterest groups); \ﬂé
and telecommunications (Carpenter, 1980; Charmer, 1980; American Council on
Life Insurance, 1979; 8tack and Hutton, 1980).  Though the system is not yet

in plaég, the components are recognizable and the mechanisﬁs, technologies,

and concepts are increasingly available. The challenge for innovation in the °
1980s will be to put these pieces together in ways that balance creatively the s
historic tensions created by the enthusiasms and suspiciéns ék‘lé;dérg and

followers in hiéher education and business.

Vo | 39 " |
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Business and Higher Education Relationships: Toward Strategy

In education as in politics, the foundation for strategy 1s demographics
(Carnegie Council on Policy Stédies in Higher Education, 1980; Crossland, 1980;
Frances, 1980). Beyond basic demographics, three factor¥s force realignments in
all four functions of corporate~higher education relations. First, the pace of
technslogical innovation has created demands® for massive and frequent retraini;g‘
(perhaps even reeduéation) of the nation's labor force. Seconq, allocations of
resourcés for education are finite and are being redistribﬁted ;s tgé average age
of the population shifts upward and as alternative claims are made on capital.
ihird, employers and others perceive failure on the part of education institutions-- *
bgth secondary and postsecondary--to transmit knowledge, skills, and values

needed to survive in a highly competitive world economy. This last argument is
- 4 .s .

especially devastating because almost all education institutions are direct or

indirect beneficiaries of tax subsidies. ‘When\public confidence decreases, a
deadly spiral of declining resources and dec;ining capability sets in. The
question is whether higher education will be gi%en enough time and resources to

prove that it has the leadership capacity to help employers, unions, and

dndividuals meet the nation's skill requiremenfs during the next decade.

These demographic, tqchnology; resource, and public confidence factors
impinge on the relationsﬁips between higﬂer education leaders and their corporate<:f*~\\
counterparts. Both sectors, together with other institutions, will need to come

' £

to terms with such issues as:

e Career mobility. Will increasing economic constraints limit the
financial capability of individuals to change careers and seek
retraining?. Will opportunities for career mobility exist within
corporations as they have in the past decade and will corporations
encourage upward| career™mobility as a motivating factor for formal
learning?

J
e Investments. Where will national, corporate, and union policies
place investments in human capitgl as a priority? Will investment

(94
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decisions assume that human skill development is a necessary
precondition of economic and political health? If so, will this
assumption be pursued through public and private investments in
higher education institutions, through corporate training, through
communications media, or through other means?
. .

® Work patterns. Will work patterns be made more flexible to accom-
_modate adults? As more adults work, cam balance be achieved between
the workplace's need for job performance and the individual's need
for personal learning and leisure?

Condensus.- To what extent will consensus be feasible--whether at

<« community, state, or national levels—-on the importance of education
and training in the life of the nation? What kinds of agreements
will be reached about functional responsibilities appropriate to each
sector and the sharing of responsibilities for defining institutional
and political policies? What leverage will individual learners have
over the formulation of instis:?ional consensus?

e Tuition costg. Will increasink costs reduce the numbers of middle-
class youths who for 'a hundred years have been and still are the
core of higher education enrollments? Will state and federal
tuition subsidies for the "general welfare'" be transferred back to
individuals as direct costs or to corporations through training
budgets? Could costs become so excessive that post-high school

job entry might become a prerequisite for higher education studies
financed selectively by employers?

4

This chapter is concerned with how leaders in higher education and business,
both at local ?nd national l?gels, can develop appropriate strategies for
collaboration. ?he major liﬁéral arts and research universities differ in
purposes-’and problems from smaller colleges and community colleges just as
major international corporations differ from their suppliers and from local
small businesses. Given this diversity in both sectors, are there common needs
and resources that form'the basis for relationships built on exchanges of
substantial benefits to each sector and at acceptable costs?

What higher education today has the ability to deliver and what employera
desperately require is skilled labor. A crisis in skiiied manpoag;/éxtends
from the highly technical computer, engineering, and basic research occupations

to entry-level jobs of almost all kinds in the service as well as manufacturing

sectors. Concurrently, the pace of technological change and opportunities for
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career changes have created a critical need for cyclical "retooling" of working

i

adults in addition to the, more traditional preparation of new entrants into the

professions. ' ’ . ./

American managers have historically assumed that "experience is the best

teacher" and relied on on-the-job training and experiehcé to correct the

inadequacies of the éducatiqp system. It was expected that new lawyers and
engineers as well as clerks and carpenters would have.to be brought "up to speed."
1
But more than ever, modern work requires sophisticated preparation. For higher
. 4

}
as well as secondary education, therefore, the first challenge is to help

learners meet the basic entry requirements of the modern wquplace at technician
or professional 1evels: The second phallenée ;s to competg with corporation;
and many diverse providers in delivering advanced skills to-technicians and
managers alike. The third challenge, much.more difficult still, is'to compete
with media and-a brodd mix of other provi&érs in delivering cultural and social
education to individual learners.

. At the firét leyel, business 1is likely to rely on support from the‘formal>
education secéor. At the second level, the two sides will have to cooperate
to deyelop arr%ngements keyed to local circumstances. ’At the third level,
higher educatién institutions will have to rely on support from other institu-
tions, notably business agd organized labor. For jdst as corporations and uniq#s
receive most of their new workers through the institutional funnel of secondary \
and“higher edu?étion, so higher eiucation must look tp employe;s and unions as
the instituiioﬁal connecting points for access to adult learners.
business leader? and their organizations c;n oﬁfer higher educatfion three
strengths: pol%tical power, economic resources, and access to adult learners.

! .

In the political arena, business leaders gain théir leverage by being net

contributors to the wealth of government through dirkct taxes and, more

|
|

|
'
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\meortantly, througl? the taxes paid by employees and per{fheral enterprises.
With organized labor, and to a much greater extent than labor in most stagés

l and communities, private employers influence public opinion and public policy
on the finagcing of higher education. Employer and union support for adéhuate
public fi;ancing of public higher education, or f;r appropriate policies regarding

private higher atién, will be essential in the next decade. But that support

will not be forthcoming unless compensating benefits are recelved.

On the eébnomic sides, emplqyers invest substantial resources in employee
recruitment and training. Whaé portions of this expense are necessary in-house?

" What could bé spent through ﬁigher'education organizations? Enrollments and ’
economics have forced college administrators to ask these questions. Responding
to every need of the cpfporation may noet be approﬁ}fate. But univexsities,
colleges, and technical sthools all have some specialties or can develop some
that are consistent with their mission and of value to particular emqloyers.

The fact that businesses, through their tuition assjistance programs for employees,
control the nation's largest and least used source of funding for collegiate
adult, education remains largely unexplored (Charner and others, 1978; Rogers

and Sﬁore, 1980) . Employers also have research needs. Use of university faculty
as consultantg‘and businqgs—funded research'are two aspects of this not unusual
relationship. ) ‘.

S

" Concerning the access issue, business leaders control (to a degree rarely
appreciated by educators) the very structure and co;tent of higher educatioh
communications with the vast majority of adult learners. Just as high schools
are a funne} point for college access to younger learners, so are employers and
unions the natural institutional connecting pojnts to adults. Control over
schedules, facilities, location, wages, beﬁefits, career development, and

)

technology already makes employers a major determining factor in the scale of



adult enrollments and the breadth of subjects covered. That individuals
pursue formal learning-despite the rigidity of modern employment patterns
only makes one wonder what more flexible and supportive work patterns would
bring (Charne?, 1980; Shore, 1980). Finally, just as colleges control access
to certain kinds of iearning, so employers control the number, types, and
financial rewards of the jobs whose availability so often motivates learners

to defer present income and leisure in preference for academic studies.

Reprise
One large ;nd generous corporation articulates its criteria for philan-
- throp; and other involvements with higher education: assuring a flow of new
employees, support of basic research in areas related to corporate interests,
the quality of the institution, a preference, for privately controlled colleges
and universities as\sources of educational diversity, and a preference for
proximity to company locations (0'Connor, 1280).

The search for business-higher education relationships must start from
what the two institutions want now from those relationships.__zhe criteria just
listed surgly constitute as succint and typical a list as might be found on the
corporate side. On the campus side, the answer may be even more succinct:
enrollments and tuition. Concern for consistency with the subject areas and
levels og instruction presently offered, for the scheduling of offerings, and

\\ for the prerogatives of faculty surely are presené, but w;ether these concerns
'are seen as obstacles or standards Gill vary with the beholder.
.‘ The bigger, problem for.{he two sectors apd for others is to work within
the '"now'" concerns and needs whiksﬂ?oving the discussién to anticipation of

A

,future concerns and needs. Each sector, each institution, each person will

have an independent sense of what these may be. Only through dialogue, research

i
<o
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and actual practice will understandings emerge about the capabilities of the
se.tors to articulate their needs and assist each other toward solutionms.

As business executives and union officials are responsible for the survival
of their organizations, so higher educatibn administrators are responsible for
theirs. Ultimately, the point of seeking interrelationships is to sh;;e that
responsibility and, in so doing, ensure the legitimacy and acceptance of each
sector}s contributions to society. Still at question is whether sufficient
numbers of business, higher education, and other institutional leaders perceive
these larger needs and the issues around which those needs will be articulated.

Also at issue is whether the interests @f individual adult learners will
be met through the deliberations and actions of institutions. The interests of
learners as consumers of formal educational opportunities rest at present on a
coﬁbination of their own resources and subsidies of educational institutions
derived largely from public tax policies and direct financial aid to institutionms
and individuals.

The preservation of a consumer perspective in the formulation of public
policy may very well depend on political collaboration among the major institu-
tions of business, labor, and education: From this counterbalanc%ng may come
more abundant learning opportunities as well as increased understanding of
how interinstitutional collaborations may be implemented with due regard for
the integrit& of divgrse institutional missions and structures and for the
learning needs and independence of individuals. Without balance and diversity,
the outlook would be far bleaker.

Justice Frankfurter once described the."four essential frgﬁﬁoms" of a
university as the freedoms 'to determine for itself on academic‘ground who may
teach, what may ge.taught, how it should be taught, and who may be admitted to

study" (Moynihan, 1980, p. 32). These essential freeqoms have indeed been at
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-~EBs,core of higher education's integrity as a distinct institution. Yet today

they may also describe corporate education and training.
A skeptical vi.w would admit to the risk that the end result of all .these
efforts described in this volume, if they are carelessly pursued, could be the

. by an intermeshed human resource sybsystem directed by an oligarchical economy

AN

and polityf A more positive view of the ‘future of hisher education-business

|
|
|
i
|
demise of higher education as an independent and critical enterprise, replaced 1
|
|
|
‘ 1

collaboration would anticipate enormous opportunities for creative thinking and

program development within a vital mix of democratic institutions.

An Overview of Labor Relations with Higher Education

The higfory °€ labor felationships with higher education is scarcely treated
;t all in the leading Eistories of higher education. Neither organized labor
| unions no; the individual (fet undifferentiated) '"worker'" can be found in much
more than ; passing reference. Histories of the labor movgment offer more
insight, yet they too pay only cursory attention. Monographs on the subject are

‘

more likely to derive from academics interested in labor history than in

education history.
In shm, the main facts of the relationéh;ps among the two sectors up to

the present decade impress more by the separation of than the interactdon

between the sectors. Two well-informed participants on the scene describe

unions and higher education as "traditional antagonists" only recently
_ g

disgovering the advantages of working together.

For the most part those advantages have been identified with the teaching/
leafning function with the intent of improving the knowledge and skills of
workers generally and union leaders particularly. [Colleges and universities

have not, and still are not, seen as preparatory training grounds for union

/ 4
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members ané* leaders. The workplace, not the campus, is the source of human
resource flows into union leadership. WNor is the campus yet a significant
source of new ideas and "products'" for the labor movement . And the labor move-
ment, itself with little capital for investments in ideas and products, competes
only on the fringes for the attention of higher education resources. At the
networking level, union leaders are rarely found on college and university
boards of trustees or active in alumni networks. The room for change and inno-
vation in all these areas remains vast.

The unionization of teaching faculties in the 1970s appears in the main
literature of higher education as the first notable connection between the two
sectors, ignoring the fact that blue collar staff have been organized on many
campuses for several decades, and ignoring the history of worker education

altogether. Nor, when mentioned, is the real distinction between education for

i
workers and education for unions always clear.

The leading facts concerning worker education and the related fields of
labor education and labor studies have been summarized by Dwyer (1977) and

Gray and Davis (1980):

-

e 1874 - Workingman's Institute founded at Johns Hopkins University.
) \
e 1901 - American @ederatlon of Labor denies requested endoxsement
for a proposed Ruskin College in the United States to be mideled
on the Ruskin College for workers in England.

e 1906 - The Rand School of Social Science ig/formed in New York
City by the Socialist Party with aim of providing broad education
for basic social change.

( 1917 and 1919 - International Ladies Garment Workers Union (rLsyui‘
and Amalgamated Clothing Workers Assoc1at§on (ACWA) establish

education departments. {

» ¢
) - Women's Trade Union League founded, in large part.to educate

women for their roles as citizens and trade union members.
[
]

e 1921 - A turning point year for the respectability for worker
education_ and the direct involvement of colleges and universities

. cd
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with labor: the University of California expanded its extension
program to include a program specifically geared for workers; the
Bryn Mawr Summer School for Women Workers in Industry opened its
doors to one hundred workingclass women; and Brookwood Labor College
initiated its two-year resident program at Katonah, New York. The
Workers Education Bureau of America (WEB) was formed in New York
City in 1921 for the purpose of coordinating workers' education
services conducted under trade union auspices.

Through the decade similar programs, all conducted during summer
/// months, were established at campuses including Harvard, Tufts,
Amherst, Barnard College, the University of Wisconsin, and the
Southern Summer School which was held at various college campuses
throughout the South during its twenty-five year existence.

e 1923 - A standing committee on workers' education was created within
the National University Extension Association.

e 1927 - The summer schools of Bryn Mawr, Barnard, artd Wisconsin joined
together to form the Affiliated Summer Schools for Women Workers in
Industry to coordinate recruit?zﬁf‘and fund raising efforts.

These early efforts, while créﬁting the basis for subsequent dialogue between

the two sectors, were severaly undermined by the Great Depression, which forced

the closing of many of the independent "labor colleges." Moreover the relation-

ship between the mainstream labor organizations and most of these programs had
never been easy. Most universities were explicit in their Policies of reaching
out to all Qorkers, organized or unorganizéd. The labor movement itself,
keeping'ﬁts distance from any program touthed by socialism or radicalism,
concenérated on organizing and bread and butter issues. The colleges recruited
their students of individuals through churches and YWCAs ratherlthan‘through
unions themselves. Programs run by the ILGWU, the ACWA, and a few ether unions
were open only to union members.

While the Depression all but ended one era in labor-higher education
relationsg, the New Deal helped to creésf anotﬁer. By legitimizing the labor
movement, the National Labor Relations Act stimulated the organization of the

mass production industries and created an immediate demand for utilitarian

education essential for the new collective bargaining, organizing, litigation,

:
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public speaking, and legislative respomsibilities of labor leaders. Education
departments were created in most industrial uniomns, spurred by the rise of the
Congress of Industrial Organizations. Also, the federal Works Progress Admini-
stration created a workers' education program whiqh hired unempléyed teachers
andl&eached one million workers from 1933 to 1943. In the 1940s many state
universities e;tablished wﬁrker education programs modelled on those in_,

g

Wisconsin and California.
’

The period from 1929, wherr the AFL gained greater control over the activities
of the Workers Eduwcation Bureau, te 1954 when the Bureau was officially absorbed
as the education department.of the AFL, marked the institutionalization of
organized labor's interest in the function of education and the gradual building
of systematic relationships with higher education.

The Inter-University Labor Education Committee, active from 1951 to 1956,
and its successor, the Nationai Institute of Labor Education, demonstrated that
"given the proper care, professional competency, and general cooperatién, labor
and non-labor agenc;es could work together to mutual advéntage in tﬁé field of
//‘\ ¥

labor education" (Dwyer, 1977). ’

The main objective of labor education in the Depression and éost—War
periods was utilitarian aid to labor leaders. But the continuing‘;;te;est in
liberal education survived through such programs as UCLA's Liberal Arts for
Labor Program, the University of Chicaéo's labor leadership series, the
University of Indiana's summer residential school for the United Steeiworkers,
and Rutgers' Union Leadership Academy. .

Not until the mid-1960s do degree-granting programs of labor studies first
appear. This was a sign of the growing professionalization of labor union staff
_ and of the growing interegt of a.new‘generation of college students to seek.
careers as union leaders. Schools of industrial and labor relatioms, which had
61
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generally proven to be sour;;;\zf\talent for corporation personnel departments,

\,

also began' to reorient their programs to include a labor perspective.

In 1965 the University of Massachusetts offered the nation's first master's
degree in labor studies. In 1967 Rutgers University initiated its evening
college Bachelor of Arts degree with a major in labor studies. In the late 1960s
and early }9705 the UAW worked with community colleges in seven states to
establish égsociate degree programs. By 1976 a survey by the American Associ-
ation of Community and Junior Colleges revealed at least 100 colleges' with
cooperative programs with area labor unions (Abbott, 1977).

In recent years, organized labor has put a priority on increasing

-

educational opportunities for workers. Through collective‘bargiining, coopera-

tion with colleges and universities, and their own educational d rtments,
unions have supported thg higher education of workers through financial subsidies

¢’
and program delivery. .

Charner (1980b) lists seven categories of present union subsidies and pro-

grams in higher education for workers:

i
Unrited Auto Workers/American Motors:
reimbursement of tuition, registra-
tion, and laboratory fees; $900°
maximum annually for college courses;
100 percent reimbursement for a
grade'of "D" or better; job-, cateer-,

e Tuition advancement,
reimbursement: plan pays
all or part of tuition
<and related costs for
enrollment in schools
and colleges outside of

the company

L)

Loans/scholarships:
program provides finan-
cial grants to workers
for educational and
training expenses; loans
are required to be repaid
but not scholarships

or degree~related courses are
acceptable ~

Amaléamated'Tfansig:WOrkers/

Grevhound Lines: §ch01?rships for
job-related courses; pays for tuition,
transportation, and meals

International Union of Electrical,

Radio and Machine Workers/Wagner

Electronics: 1loans for tuition and

registration up to $150 per semester

50
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e Educational leave of Union ofNorth American Flint Glass

absence Workers/Corning Glassworks: up to
three years leave of absence; pension
rights maintained; seniority accrued;
courses job- or career-related

o Training funds: company District(Council 37, American Federa-
contributes a fixed amount tion of Skate, County and Municipal
of money per employee to Employees, AFL-CIO/New York City:
finance educational and contribution of $25 per eligible
training programs employee to the Education Fund; course

offerings in basic skills, degree-

related programs, and career-related

programs; flexible course scheduling;

minimal expenses to participants;

extensive support services; simple

admission procedures; administered by
- a union board of trustees ’

® Union Labor Studies George Meany AFL-CI0 Labor Studies
Centers. .Center: owned and operated by the
AFL~CI0 for union members; no
tuition for center-sponsored insti-
tutes; external bachelor's degree in
labor studies through Antioch Colklege; -..
short-term workshops; institutes«or.,
short courses , . /7 )

e University labor studies Rutgers University Labor Educaticn
Center: suppoffed by state and federal
finances as well as union resourtes;
offers basic program of conferemces,”
short courses,‘discussions, apd classes
on effective sgeaking, labor ' law, labor
history, and union administra@ion,'
union leadersbip academy; ingtruction
training, laﬁb@ intern prog;&h ALA,
degree; B.A. @egree, master' q and

. Ed.D. degrees'** 4

Y

R o

e Cultural programs District 1199 ‘National Hospital and

. ' f Health Care Employees Bread and Rose s+

’ Program: fundﬁd‘from the Natioﬁal
. Endowment for ha Arts, the National

R Endowment for the Humanities, skate

cultural agencies, and foynuatiqps,

lunch-time musi¢dl- performancesj oral - .

history prOJecti Bread and Roseg show,

! concerts; art exhibltlon

} - ~

" oA

v The inc¢reasing interest of unions and workers individually in,hfgher
’ e
education 1s based largely on need: the need to strengthen the‘skills dnd

A
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sophistication of union leaders, the need to learn new skills to advance in a

- career, the need to pursue hobbies and civic interests:

Union subsidies to workers for higher education can affect the character
of organized labor, the quality of the work force, and the higher
education system. Their success is dependent on the ability of unions
to cooperate with industry and education and to increase the partici-
pation of workers in these programs by overcoming the barriers faced

by ‘workers and responding to the diyerse educational and training

needs of workers (Charmer, 1980b,p/ 276).

Conclusion e

The main point of this chapter has been to demonstrate the complexity of
values and interests shaping industry-education-labor collaboration in its
American context. The second point was to suggest a framework for viewing

opportunities for collaboration from the vantage of four functional areas:

1) teaching/learning, 2) flow of human resources, 3) new ideas and products, and

* 4) strategies for callabo%on. . £ PR

Y

- . -

‘.

-

The chapter used higher education rather than elementary and secondary
education to demonstrate these two points. This was done becaase of the far
. ,

‘more-extensive histories of involvement between the thrée‘ggc;ors at the post-

'
secondary level.

Not that interaction has been entirely lacking at the elementary and
secondary levels. The histories of Barlow (1976) and Callahan (1962) are clear
evidence to the contrary as is the literature of collective bargaining in
schools (McDonnell and Pascal, 1979) and the growing literature espousing and
describing conteméorary collaborati;e efforts (Fraser et al, 1981). The entire
history of career and vocational education is, to some extent, a history of
efforté to bring the three sectors (or more Efﬁfzgzz;j—two--education and ’
business) togé;her (also see Burt and Lessinger, 1970).

But,the larger facts arelthat despite +all the specific examples of

- [l
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contacts and programs, the linkages between industry, labor and education have -

- *

never been developed to the point whese collaboration was self—evident across

B ! . oy ?, i
the entire system of education. Acting in their civic roles, bisiness and, to
’ i4

a far less extent, labor leaders have played major roles in‘ﬁ%éégqing and managing
* { B ’

the nation's public and private educat’ion institutions. C -WY

N, h .
The professionalization of education administration and teachifdg was the
® .
goal toward which the nineteenth and early twentieth century(qgquﬁional reformers

-

had worked,'supportedtﬁy progressive business and labor leade?%ﬁ'fThe maxim was

o

L2 P
that “'education should be left to the professiopal educators, wlose business it
was." Ironically, the achievement of this ambitious goal resdi;gd in a degree

of complacency among educators as to the sources of their polipﬁéal and cultural
( 0

-t B
. .
©

support. ’ C g
\

) 1?Amd,.as~Timpane'(L982) héé;pointed out; "the gratificatiéd of the responsible

.o . - Lol

- -

businessman in school politicé dimihishéd swiftly" in the face of controversial,
litiguous political and‘sociai issues of equity, white flight, due process, and
ﬁnighiiatiOn that pgfféﬁte&:sthools in the 1960s andﬂl97Q§:"Relatively few
yéars were needed to create distance and disillusionment among the presu;ptive
business "establishment" that had long governed educational policy at the
community level. }

With all the criticisms of institutional isolation aimed in recent years '1’
at schools and colleges, one is hard pressed to recall that this so-called
isolation has never been complete, was itself a solution to the narrow partisan-
ship of local goverﬂance a century ago, and was essential for the successful

>
professionalization of teachinglgpd school administration. Today, schooling is
j% mature industry. Its internal mechanisms for self-renewal have achieved much

but have also reached limits of systematic impact. This coming decade of more

frequent and hopefully more imaginative relationships between schools and

£




-

soclety tests the presumption that the profession of education is ﬁrepared to

exercise its own share of responsible leadership in working with other -sectors.

The significance of the present moment in the relationships between

!

: \ .
American education, employers, labor arganizations, and government can be

summarized as a moment of three cruciag tests:
¥

Ay
v

e testing the strength af a new @bnsensus regarding the presumed
importance of youth sqpializat§on and skill development as critical
to the future directiop of all *American social institutions and to

the future successes of individuals.

¢ testing the incipient consensus that the responsibility for the
education-socialization process must be shared through a new set
‘of multi-institutional relationships. -

e testing whether the leadership of America's education system is
- sufficiently mature, professional, knowledgeable, and independent
to exercise public leadership which, while welcoming collaboration
with other sectors, will act effectively as protectors and
interpreters of the best interests of individual learners.
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CHAPTER III

N THE STATUS OF COLLABORATIVE COUNCILS

]

As is evident from the preceding chapter, the'concepts of

-

collaborétion'and cooperation have produced many practical ideas, each
one competing for the attention and commitment of léaders who want to
do somethigg to improve the performance of people in their organizations
and in their communities. ‘ ‘

The remaiﬁder of this report focuses on the current status of
one of these competing ideas: 1local collaborative councils. This
project conducted the first national census of active local councils,

identifying over 150.

»

The project began with a puzzle. Despite an abundance of govern-
i
mental, quasi-governmental, and independent groups claiming to improve
community and «employer participation in education, some community leaders,

on their own initiative, have chosen to form local collaborative councils.
Why? Why were busg\z?ople already concerned about the proliferation

v

of mandated and voluntary advisory councils, committees, and planning
groups, ready to devote their time, energy, and resources to yet another

group aétivity? I1f, from another perspective, the.design or approacﬁ‘

x -
.used in these collaborative councils was more attractive and perhaps

more effective than the prevalent modes of contact between community

) A .
institutions, what could be learned to make these benefits more widely

- *

available and applicable?

But before these questions could be answered, some basic facts -///)
]
were needed. How many local and .state collaborative councils exist?
® , T~
s\
/

: 70 -

58



Who started them? What are their activities and budgets? How'are they
organized and staffed? These and other basic descriptive qdestions had
no factual answers in 1979. But for a few moderately publicized examples,
little was known about the state of the art of industry-education~labor
collaborative councils. Unlike fedqail or state government programs,’
there were no centralized offices with lists of local council names and
addresses? Unlike some national voluntary organizations, there were no
national associa%ion headquarters with membership or mailing lists for
'

councils nationwide. Most councils themselves were aware only of a

few of the others. N

The Numbers of Collaborative Councils N N

The Industry-Education-Lab®¥ Collaboration Project compiled a
directory of 157 collaborative council activities.* Of these, 150
were community~level councils, four were state-~level councils, and/’

three were state-level progifms to develop local councils. 1In addition .

iy

\\\ to these activities identifiable at the time of the data collection,

several other councils or council-supporting activities were known to
: ’ H
be in progress. Also, two of the state-level programs 'were included

ey

although tangible evidende of the formation of 10051\Etrncils was
! ;
) ,

imprecise.

n
The study explicitly sought out indigenous ofganizations. That is,

our missioff was to identify councils and council-like activities

initiated by the members of the councils themselves. By definition
> .A . \x.;

T

-~/

W Gold, G., B. Fraser, M. Elsman,,and J. Rankin. . Indugtry-Education-Labor *
D Col{gboration: A Directory of Collaborative Gounci%s. Washington, DC:
. Nafonal Institute for Work and Learning, 1981. - ' o

N /
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this approach excluded local councils formed in response to federal or
state laws mandating citizen participation for education, training,
economic development, or similar purposes. Legally mandated councils
respond to setg;gfziasfitutional motives and resources quite different
ftom local initiative. Nonetheless, the study team recognized that these
dif ferences in original motives could become inconsequential if the
collaborative opportunities provided by a matfifed council were reco§nized
by its members. Therefore the directory includes a few examples of
mandated local councils whose range of activities and sperational styles
were consistent withour criteria for identifying collaborative councils
(see Chapter I). The point here was to show that under the right local
conditions, vocationai education and career education advisory committees,
Private Industry Councils, Labor-Management Committees, and other
mandated or broadly-chartered participatory‘groups éﬁch as_economic .
development districts ;nd employment and training councils caﬁ play
creative roles in stimulating and actually sponsoring collaborative
projects.

Allowigg .for all these caveats, and allowing too for the fact that
a few Eouncils included in our lfst.are known to haQe disbanded subsequent
to our data collection efforts, it remains safe &estimate that during
1981 more than 150 (and probably fewer than 175) indigenous collaborative
councils were operaFional acrosé the nation.

!

1
The Locationg of Collaborative Councils

The project identified collaborative councils in 31 states, éhe

District of Columbia and Puerto Rico. Twaq councils recently begun
N N 7

"11) H

¢
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in the Canadian province of Ontarjo were not included in the

directory.
Councils operate in urban, rural, suburban, and state-level
settings. The basic concept of a collaborative\council seems to be as
adaptable to the conditions of dense, complex urban areas as to the
greater distances and generally fewer and scattered resources of ru;§1
éreas.
The breadth of council distribution across the nation is modified

by a few special circumstances. In only five states djd the project

.staff locate more than five councils per state: Michigan (31),

California (23), New York (20), Massachusetts (12) , and Connecticut (11).

o

Other councils were found scattered among communities in the eastern

and western thirds of the naqion. The deep South and the Great Plains

1)

states showed the lowest regional presence of local councils (see

Figure 1). ) ’

[y

A first glance at a map of council locations might lead one to

suspect a correlation between council development and an established

’

" industrial base. The earliest councils were created in industrial
communities of Ohio, Massachusetts, Néw York, and California as
vehicles for youth and teacher awareness of the free enterprise system

~and for localized career information assistance to secondary school
i

youth. 'Also, where statewilde petworks of councils have been created by

4

_private sector of governmental action, those few states have been

manufacturing and business centers.

But this apparent correlatiqn may have little significance.
] : ¢ .

Other industrial states have been no more active in council formation




’

than their more rural counterparts. Other states have perceived the
same problem of a lack of locdl and statewide interaction among their
education, employment, and human services institutions but em;hasized
different tacks--such as industry-services programs at community
colleges and technical institutes--toward solutions.

- Collaborative councils, industry services programs, improved
relationships between vocational education and federally-funded
employment training programs all are compatible activities. Indeed,
communities Qith strong councils tend also to show strengéh in these
other areas. The point is that multi-sector collaboration is still a
relatively new praitice receiving increasingly greater emphasis.
Gradually the full range of pieces are being put in place. In some
communities collaborative coeuncils focusing on relationships between
education and work institutions have become key pieces in that mix of
activities. But it will take arfew more‘years to reveal which of the
présent generation of councils survive and to say with confidence
whether regional geographic factors are important to understanding the
chances for council initiation and survivability.

The history of council development in several states also show;
that where one capable person in a leadership position makes a strong
~
a . personal commitment to the development of collaborative councilsy a
state can be transformed in a few years int; a high level of council
- activity. This was the case in California whére the bulﬂ of the 23
councils are affiliated with the private sector state~level Industry- =y

Education Council of California, in New York where a mid-management

state official persistently marketed the idea to vocational educators




and local Chambers of Commerce, and in Michiéan and Connecticut where
higher ranking state officials implemented statewide programs.

Where this stéte—level leadership has been lacking, council formation
has been a very idiosyncratic phenomenon highiy &ependent on local
conditions and the insights of local leaders with very little spillover
into additional communities.

This idiosyncratic nature of council development nationwide could
change as collaborative council concepts become more widely recognized
anq~understood and as a "critical mass" of publ}cations and practitioners
becomes available as a resource to other communities. On the other side
of the ledger is the fact that reduced discretionary resources~-both,
private and public, may inhibit the further spread of collaborative
councils.

’ In sum, during 1981 practicing local collaborétive councils operated
in most sections of the nation. PoIiéy interest in the concept of such
councils was evident in Private Industry Councils created under-the

Private Sector Initiatives legislation of 1978, in the 1980 recommeédations

of the Carnegie Commission that collaborative councils be érganized in

- all communities, in the findings of the Carter administration's Vice

Pregident's Task Force on Youth Employment that multi-sector, community-
level collaboration has a crucial impact on .youth transitioﬁs from school
to work, and in the new Reagan administration's creation of ;hPrivate
Sector ¥nitiatives Task Force. The prospect by late 1981 was for wider
dissemination and acceptance of the concepts—ef- collaboration, greater
diversity in the ways “those concepts were applied acrosé the,nation, and

a growing probability that collaborative councils would continue to receive
popular consideration.

Lo B
]
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Figure III-1

Geographic Distribution of

Collaborative Councils
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The Eras of Collaborative Councils ,

<
Most cduncils examined in this study wé}e of relatively recent
origin (see Table.III-1). Of the 157 local and state council initiatives
identified and described by this project, only 36 had been initiated prior
to 1975, and'only 16 of these prior to 1970. While having precedegis
back to 1947, the collaborative council "moveme;t" starte§ as a phenomenon
‘of tée late 1970's.
The earliest still operational collaborative councils identified
by the project were organized in Youngstown, Ohio (1947), Detroit, Michigan
(1951), and Sa; Diego, California (1954). Then, in 1969, five councils
were organized, three in California, one in Arizona, and one in New Yogk.
All of these early councils, and a few others organized in the early
1960's, grew from a common set of perceived problems and assuméd so}utions.
As exp;éé;ed in the literature of Youngstown's Industrial Information

-~

Institute, Inc., the consistent purpose of its préograms over, the years .
has been:

...to make clear to the public, and to employees of industry
‘and business, how everyone-in the:..area makes his living--and,
in the process, to point out that prosperity comes only from

the continuous production of goods and services wanted all over
the world. ' The .people in the...area--especially the younger
people--are also helped to recognize the job opportunities right
here at home. Widespread misconceptions about industrial owner-

. ship and profits are corrected.*

[ N

“\. That vision, with the economic education as its central idea and young’

people as its central target group, has motivated the formation of many

councils since the earliest group. For many business executives

v

~
¢ rd

* {

* Industrial Information Institute, Inc. A Four-County Center For
 Economic Education Through Industry-Schools Cooperation. Pamphlet.
Youngsgown, Ohio: Author, n.d.

'
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TABLE III-1

Z ’ . Periods of Council Formation

Councils Formed and

Years Still Operating in 1981
1947 - 1959 3 J
1960 - 1969 ~—~— . 13 C
1970 - 1979 . 120
(1970 - 1974) (19) )
(1975 - 1979) (101)
1980 -'1981 19
. " TOTAL JEVIEWED . 155 councils

P

egpecially, this con;ern for the kno&ledge and attitudes young people
have about econom}c institutions and their own work settings remains
a key fact;r in their desire to participate in councils.(‘é rough

) estimat; mighg be, that this motivatigm accounts for the initiation of
about one-third of thé 150 Iocai councils examined by this project and
may be considered a mhjor part of the self-identities and act%vities
of all collaborative councils.

)

In, the late 1960's another group of collaborative councils, and
-

another motivating factor for national interest in collaborative




\
councils, received impetus from the urban civil rights movement and the
sense of urban f;ustration with work and schooling institutions.

The urban riots of 1967 led to the formation of collaborative councils
in many cities. From these councils came the leadership for tﬁ%
National Urbaﬂ Coalition which itself sought to.stimulate the formation
of more counci’ls of business and other community leaders. The broad
aim of these councils has been to work with minority~neighb6rhood
~organizations to improve thps; neighborhoods through social and economic
action, in which education, training, and workvexperience have been
important factors.

The garliest of theée ;roups, New Detroit, was formed in 1967
and inébrporated in 1968. As a vq}untary association it drew on the
top "blue fibbon" leadership from private employers, labor unions,
. government, education, and community service organizationi. Like
_the New Oakland Committee formed in 1970 in Oakland, Calif;rnia,

New Detroit has been able to identify minority improvement efforts

with community improvement efforts because of the demographic shifts

"that have left major white-managed corporations operating in a community
where racial "minorities" are in fact the political majority.* Under
these conditions, the collaborative council format proved a powerful .

mechan%sm for displaying the sharing of power and the determination to

make inter—racial decision-making work.
t .

A

* In some smaller urban communities groups of employers formed Merit
Employer Councils intenéed to assist minority youth to find jobs.
Not multi-sector in design, these countils were absorbed in most cases
into the emerging "me;ro" offices of the National Alliance of Business.

~




New Detréit today describes 1its modus operandi as a set of four

strategies:

e As an advocate, the urﬂ%n coalition has adopted both
popular and unpopular positions on behalf of gecessary
social and economic change.

As a precept/example, New Detroit, by its own actions,

and by individual actions of its trustees, has encouraged_
new patterns of social and economic and political relation-
ships, and more positive inter-group relations and attitudeg.

3
As a catalyst, New Detroit has worked to make existing i
institutions more responsive to the needs of mindrity : N
groups and to stimulate and encourage the creation of new‘
institutions where none existed to meet identified needs.

As a provider of resources, New Detroit serves as a source
of “knowledge and limited funding, providing '"seed" money
to assist community, organizational, and governmental
efforts to improve conditions in the Detroit area. New
Detroit's resources include the experience,' expertise

and influence of its board and committee members.*

Even in communities where racial and social justice issues were not

salient factors in political or economic planningf th&éé concepts /

N
were influential in helping leaders to analyze and Belect preferred
roles for collaborative councils.
During the mid to late 1970's a third generation of local collabora-

tive councils emerged. Some of these councils were nearly identical in
AN

\

operating style and purposes to the early councils of the post-
World War II and post-Sputnik eras. Others borrowed their concern
for the economic integration of younger generations from that eaElier

model, their concern for equal opportunity from the 1960's and added

* New Detroit. New Detroit, Inc.: A Decade of Progress 1967-1977.
Detroit, MI: Author, n.d., p. 3.




these to growing national concern for youth unemployment career aware-—

ness and the institutional barriers affection the transitions of all
youths from school to work and adulthood.

For example, the 1977 incorporation papers of the Work-Educaéion
C&Lﬁcil of Southeastern‘hichigan state that the purpose of the non-profit
corporation is:

to bring together representatives from education, business,

industry, government and labor to serve as an effective force

in the development and implementation of programs which will

serve to facilitate the transition of our youth from school

to the world of work.*

This council focused its efforts on both "process" and "product" to
ensure that "our youth will (1) leave the school system as potentially
_ employable, and (2) possess a rational basis for making career decisions.''**

During its first year, the Council conducted an "Employability Character-
istics Survey" of area employers, developed a comsortium of school
systems for local implementation of the Michigan Occupational Information
System, brokering arrangements for an automobile dealers' apprenticeship
program with a local community college and the state employment service,

\ co—spohsored an in-school "Project Business" and "Project Labor,"
assisted the public schools in establishing adult literacy programs at

industrial sites, and conducted workshops to train teachers and counselors

to make better use of community resources.
While the local councils had grown sporadically here and there
f

* Work-Education Council of Southeastern Michigan. Restated Articles of
s« Incorporation, filed February 23, 1977.

** York-Education Council of Southeastern Michigan. Report for the Work-
Education Consortium Project, June ‘15, 1978.

: Yo 82
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prior to this time, the ldate 1970's showed some evidence, for the
first time, of a national collaborative council "movement." Almost
80% of the councils reviewed by this project date from this third era
of council formation. Yet, because of their complex mixed heritage,
they are less readily categorized* One sign of this atmosphere was the
absorption of many of the concepts of coli;boration into national legis—
lation creating in 1978 a nationwide network 6chrivate Industry Cotincils
to test the feasibility of local private sect&f control over the uses
of public sector job training funds. Another sign was the use of those
same concepts in the Career Education Incentive Act of 1977.

The earliest group of councils looked entirely for changes in
school curricula as a means of providing young people with more information
about and contacts with industry and business. Revisions in teacher

training, curriculum development, and guidance flowed from the central

concern. The barriers to a better/fit en school and business
interests, in other words, could be found insdde the schools: Nor were
there reasons to include orghnizeq ldbor or local government in these
conversations and activitie;.

Most--not all--of the later generation of councils still concentrate
their energies primarily on changes in the behaviors of school personnel.
But to the extent that they also seek to reémove barriers to the smooth

B

flow of individuals from education to work, these newer councils are

seeking changes in the ways. that employers as well as educators deal

with the learning needs of young people and adults. Almost all of

* 0f the 155 councils, 101 were formed ddring 1975~1979. Another 19 .
were formed during 1980-198l1. See Table 1. .

On



4 .
, ' \

.the third era of councils génd ‘9 focus on syscem—wideiissues rather

J
than on problems affecting minorities. But if equity .issues are not .

prominently displaced as the centralqmiSSion of these cochils, a

.

concern for those issues appears to have been infused into council

agendas in that emphasis frequenfly is placed on services to the non-

N ~ .

‘college bound student, or in extending career information and guidance

»
’

services to all students. -

-

N

There can be found among these newer councils at times, a subtle -

4 .
yeo significant shift in emphases which has its effect oh the kinds of ~

-

agendas ceuncils take on. The shift from lookinggonly  at school

curricula and student awareness to analysis of community wide, resources

and rgsponsibiliﬁies implies a shift from an attitude of fitting the

L]

youth, to employer expectations to an attitude of finding a pyoper fic .

.
.\ - -

bé tween emp loyer needs, individual needs and community-wi eds.
Within this more complex sense of resources.and motivat ns for improuing’

the.preparation of youth for work and citizenship, local goyernment, labor
. Ao

[

unions;/and'community service agencies hsvs a larger role to play. '

*

s

R e , .
i) ‘
The Types of Collaborative Councils . .

‘

N I

lndustry—education—labor collaboration takes many forms. Diyérsity

!

is to be expected in a stiuation where independent organizations act on

their own definitions of ‘needs and soluggons and do so wichin constraints

of their own abilities ‘to generate resourceg. Even where %;ate governments

N «

or a nationa}l foundatipn or gévernment agency have provided modest e

financial support,,the differences between‘councils have been more apparent
.- .t .

P ’ o §§? Yoo h




than the similarities. No central funding agency--private or public—-
lays down detailed guidelines for councils to follow
Creating effective>linkages among business, labor, and education

institutions must start wf!h a felt need to solve an important prgoblem.
p pPrQ

. Because communities are different in economic base, demographics, politics,

historic ways of doiﬁg\things, and leadership sty;es,‘gefinitions of

Key problems usually differ. ‘ ' . ///\\s

N

More crucially, even when roﬁghiy the same problem appears;from
- !

place to place--the employability of youth, for example--the responses -
) <

~.

[ \

willbzzry significantly.

R ,
ile the specific activities 6f councils vary from place to place,

P

Ehe rough similarities of their missions, their organizational structure,

and their decision-paking processes do impact on council agendas to
. ‘ t

. produce certain categories of ‘Projectssr . . - o '

To understand the significance of these categoties, and to understand
why councils tend to concentrate their energies ig these areas, ome must

first understand more'!about the'types'of local collaborative couﬁgilsv
| - :

From hundreds of examplés of cquncils in action emerge.three distincf

organizational roles, or styles, used by councils to establish themselves
)
in their communities.. Jd

Some councils emphasize the service provider styfe, devnlgping a

specific set of services which other community organizations participate

in Qn&‘support. Some councils emphasize the facilitator/broker 'style,

assisting community leaders and organizations to identify common probleﬁs

- ‘ A

and launch collaborative attacks on those problems. A,Eﬁifﬂ s%yle is
i

that of the special projecfé council, designiag and initially operating

° ' ‘ ) T




»
/ r

projects to demonstrate collaborative problem~solving, or conducting

»
.

one-time fact-finding and analysis projects mosé appropriately performed
by ; credible organization with multi;secﬁor sponsorship. .

- Few councils are all one typi.or the "other. Most combine ‘elements
of two or three of these styles, consequeﬂtly performing several valuable
roles in their communities. .Each style has its own ‘advantages and diséd—

-

Service Provider Councils. Service provider cbuncils'tend to

vantages. -

~ .
become deeply involved in curriculum, teacher training7 and career

information for students. In rural Michigan and rural Illinois small

school districts are hardrpressed to provide the staff, time, and C

materials needed for an effective career development program. The
Mid-Michigan Community Action Council in Alma, Michigan, and the Tri--

. County Industry-Education-Labor Council in East Peoria, Illinois,-—.. P

,both act as organizers of career fairs, career days, classroom speakers,

gshadowing and internship activities, and many other §pecial activities

)

bringing working adulti from a full range of occgkations and skills-into

contact, with elementary and secondary school students. Upon this base of
h ’
v - ~ a -
% trusted, high quality direct services, each council alse responds to other
. \
requests for assistance: college students seeking unpaid work eiBerience,
. . v

CETA prograhs°see#ing caq.er guidance- information to infogrlstudents

copamp——
about requirements fpr entry into apprenticeship programs, employers

N

2 . : < /
wanting to educate teachers about the career optfons open to students,;/

¢ .
and students seeking part-time jobs.

-~

7 In these two cages, and with many urban and suburban cogapils such
as the Arizona Business-Industry-Education Council in Phoenix; the
X , )
]

* .
| [ ! . ~ -

~




Al

Niagara Frontier Industry-Education Council in Lancaster, New York;

for Public Affairs Research (IPAR) in Portland, Oregon, council members
set themselves to the taqy of creating an organization whose identity

is closely tied to a specific %et of career information services.

Facilitator/Broker Councils. In some communities so many education-

h

|
|
|
the Industry lnformation Institute in Youngstown, Ohio; or the Institute i
|
|
|

+work activities are underway that a new servicgﬁprovider would only duplicate

an existing service or reduce the ability of an existing organization to res-

pond effectively to’a newly seen need. Rhode Island, for example, is small,

almost a city state,-with a great diversity of concerned employers, unions,

~ , . .
education institutions, and community service agencies. But\po one had ever e

-

sorted out who was doing what in the area of emplo&ment and vocational training.

The need for this infbrmation was identified at the policy level by the -

*

Educatipnuand Training Committee of the Governor s Partnership of Business,

Labor, and Government, a blue-ribbon collaborative council. At the //
€ ‘

)
programmat ic level, a series of meetings and\information exchanges was

initiated by a "neutral" convenor, the Rhode Island Industry-Education-

K

Labor Council.” Actual staff work was performed by some of the Co 1l's

. -

member agencies:” Rhode Island Collége and the State Occupational

)
Y

Information Coordinating Committee, with funding from the state:CETA office.

N 0

A digest of programs throughout the state and related infdrmation formed

the data base for'a string of coll borative projects and policy initiatives

i b *

across the state. \ R

K ”,
9

g. The value of the low-visibility neutral coqpcil is rarely apprecf%ted

(1 L S .

«
in a community, except by those institutional 'leadess who witneaé*time !



-

and time again no other group seems to be able to generate the‘same

*

level of cooperation and creativity. y

Special Project.Councils. The politicd of desegregation in Boston have - .
i 2 \

%mmpounded the -underlying problems of an urban school system.,\Large employers
1/€\-\ 3 "
iditiated the Tri~Lateral Council for Quality Education to demonstrate support

.+ for the public schbols, to set up partnerships between specific schools and
.companies, and to provide sfudents with at least glimpses of the: world.beyond
1
their urban villages. The Council was asked by the school superintendent to

~

v .
7 organize and staff all vocational advisory councils for a city-wide

.
w

' skills center. For- almost two years the Council received federal CETA
2w -

5

 —OIIE8 to operate a national demonstration project \o improve the employa-

bility skills of in-school youth.

A

© " In other large.cities like Baltimore, Memphis, Seattle, Atlantd

Dallas, Chicago; and New York, and in smaller cities like Oakland,

" California; Bexington, Kentucky; Sioux Falls, South Dakota; Charleston,

»

. Souttharolina° Corning, New York; and Worcester, Massachusetts ,

- v
council organizers recognize that their efforts only begin to counteract
the ingrained habits of'institutional isolation. \3 council's combination
of very modeSt financial resources and very significant leadership can

¥ ' sometimes achieve striking success by onstrating what can be done by

rinfluenciné how other, more permanent.fresources are gpent. For example,

i

seeral urban counc{ls have played key roles in reviewing the administrative &

he 3

practices o?/their city schogi syrteme (always at the invitation of the .

-

S r
superintendent) and making recommendatiﬂng for modernization of accounting

and transportation syatems, personnel practices and central office



&
i
organization. Typieally this sehsitive work is done with very little

o -

*

public visibility and little or no financial expenditure.

The Activities of Collaborative Councils A

Some sense of the range of council activities is révealed in the

preceding examples. That range, when itemized in detail shows impressive

o
variety and substance. Initiatives include:

¢ Fact-finding

Inventories of education, career guidance, skill training,
community service, and work experience opportunities

Asgessments of community perceptions of pressing education
and training issues

Needs' asgessments on sgpecific issues identified by employers,
educators, umions, and others

Reviews and clarification of child labor laws

?

;o Surveys of adult needs and resources for education and

training
Employment forecasts based on local employer estimates
A and Employment- Service analysis
"o Follow-up surveys of high school, vocational school, and
‘ community college graduates, and those who complete
employment and training programs
o

° Analysis and problem-solving

Economic development seminars )
‘ Brainstorming among area job placement and career counseling
professionals - v
Improvement of vocational education .and job training programs
Studies of.uses of local vocational education advisory
committeés
- School desegregatio planning
> Business, educationy labor dialogs
¢Assegsments of school and college conne®&ions with apprenticeship
and pre—apprenticeship programs )

—

J Labgr-management-education con8ulting teams to review
. 8

community resources for ¢ustom training for incoming
industries or job upgrading for adults

v .

° .Information,networking - ) !
;nformation, referrai, and brokering gervices for: employment .
internshdp, and service opportunities; cooperative -
o . . .

; o . L . v

”‘,. .

Q
]

o
y

76 D



L education and work-study programs; plant tours; job
’ shadowing; classroom speaking; and tutoring

"Who's doing what' directories
Newsletters
Workshops and semfinars -
Proposal development assistance for collaborative projects
. Recruiting members for school and college vocational and
; career education advisory committees \
Training in education-work 'brokering"

e Demonstration projects or direct services

4 ]

-

Career exploration opportunities
> Work- and® service-experience programs
Career gu1dance workshops for teachers'and counselors
s Development of Private Industry Councils and assistance
to operational PICs i
Cooperative vocational education, internship, and work- ' B
study placements with employers .
Commdﬁ!fg resource clearinghouses
. Summer or temporary jobs programs
. Career Days, -Career Fairs, and minl—Career Days
Assistance to magnet schools °
Adopt~a—School programs
Mini-grant awards to teachers with creative ideas .
Programs for high schooI dropouts and juvenile offenders .
Teacher training and developing of career education

.
¥

materials ,
. Youth motivation seminars A
- Career Ekxchange Days

Economic education packages:
What do councils not do? Councils generaily dvoid direct responsi-

J

‘bility for operating education and training programs, although they may
[\l * < t
be the catalyst' for and designer or broker of such programs. Schools,

colleges, technical institutes, commun{?y—based service ageéncies, unions,

and employers are better equipped to supply these programs. Councils also

generally avoid: direct responsibility for opérating economic development T

-

L Y )
and job creation programs, although they may be the catalysts for such(

T=f~_-r—‘\\\‘\gzégrams, especjally for consideiation of human résowagg factors in local .
4 { - . * .

:_T—__—zzisghic development planning. Private sector economic. develapment :
éouﬁcilS, elected officials, state and local government agencies, and

& . ~ .

’

.




3) substantive agenda ac%ivities.* ) .

’

business groups such as the Chambers of Commerce and local Manufacturers

Associations are better equipped to manage the investment, real estate,

]

marketing, and tax incentive aspects of economic dexglopment. Similarly,
councils tend to avoid direct responsibility for job placement. Private
and public sector placement services already\ﬁave this responsibility.

In sum,‘councils tendsto avoid both in practice and in theit goéls

any ‘competition with or duplicétion of existing services.

t

But if the rahge of options for councils remains large, the modal
interests and activities of the more than 150 courcils studied do tend

. -
to cluster in recognizable pattarnms.

P

- , ' ‘ /
Council activities can be divided into three basic functional types

and numerous sub-categories. The three functional types are:

-

1) organizational activities, 2) community relations activities, and

- -~
*Organizational actiGIties are those familiar to any group of people

séekiﬁg to fépmaliée a set of relationships. Such activities include

~

decisions to form an, organization, to have a membership, meetings, i

L4

budget, staff, and, most importantly, to have a statement of purposes
”
with a reasonable strategy to implement those purposes.

-

Coﬁmunity ;E}ations activities are derived from the special role

v’

of the collaborétiv;\gbuncil as an intermediary leadership organization,

v

. o
including: serving as a catalyst for issue identification and discussion;

agsisting members and non-member organizations to carry out activities

P

- - \

* This functional division was first identified by Steven'M, Jung in

‘vaaluating the Work-~Education Consortitim Project: An Overview of

- Issues and Options. Washington, DC: National Manpower Institute,
July 1977. 7 ’

-

[

N »
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3

- congruent with the council's mission; and exercising leadership within the

~

community through council-initiated research, analysis, networking, and

4

, advocacy.

Substantive agenda activities-are usually identified explicitly as
- council projects providing,information and other services to the community.

J The dozens of diverse projects initiated by councils may be categorized
’

either by the- type of client or direct beneficiary (e.g. students,

teachers, school/college administrators, employers, unions, government

-

agencies, or community service organizations); by the methods of the
activity (e.g.-research/data gathering, information dissemination, skill
training, prdgram planning and development), or by the content of the
activity (e.g. career information and counseling,‘employability assess~

ments, community resources clearinghouses, career exploration experiences,

- - R . N & . v
- * R -

vocational training and so forth).

2 - f 4

As a broadbrush summary, activities among the 150 councils reviewed

by this project can be characterized as benefiting teachers and students,

-

using information dissemination and progra development methods, and
emphasizing a content of* career avareness and exploration.
Based on the self-reports from. councils identified by this project,

the twh most popular activities of local councils weré!information

workshops for teachers (52 councils reported this a}tivity) and .

providing speakers to elementary and secondary school classrooms (45
g .

councils)(See Table III-2). Other frequehtly cited activities included:
[ 4

e -
~

o lommunity forums (35) ] . ' P

-

o

o clearinghofise/community reserce directory (36)

o “sponsoring school career days and career fairs (35)

h -




. Y >
. sponéoring job fairs and j®b placement programs (34) T

® assisting with/school and non-school program planning,
including CET¥~school prog&kdms as well as private sector-
school progréms (35) .

e Organizing and coordinating selected careef guidance services
including uses of state occupational information systems at
the community level (33) ’

To summarize: by far the most prevalent topicg of interest to
{
collaborative councils active in 1980-1981 were career orientationb

career awareness, and career information services for in-school youth

and-their teachers and counselors.

Other council projects point toward the larger range of contributions

which councils can provide to their communities: employability needs
assessments (17 councils), community resource inventories for career

education and counseling (15), follow up studies of high school graduatés {5),

“

internship programs (9), improving career services to héndicapped and other

~

-

special needs youth (14), providing managément consulting assistance to
local school systems (6), or deveioping proje€ts assisting adults
|

with their education and training needs (14). | l
Councils with no staff and limited budgets tend to Festrict

themselves to modest agendas consiséing of awards banquets and providing

speakers for school classroom-visits. For an entirely volunteer council,

N

Just organizing'an‘annual career fair can be a major undertaking. A

visible event such as a careerlﬁair, however, puts a local council
*

»

.

"on the map" among local service groups and may satisfy the participants
with a sense of ékcomplishment. : o °

Other councils start with mb;e ambitious purposes, or may develop

&

more meaningful missions from modest starting point§.' Such councils are

€




' Table III-2

Frequency of Most Common Council Projects
by 154 Councils*

In-service teacher workshops on career development

topics ' 52
Career speakers in classrooms 45
Community resource clearinghouse andfor directory 36 a
Career days and career fairs ' . 35

Coordination of school and non-school programs °
(especially 'school and local government youth

training programs) ’ 35
Job fair and/or job placement assistance for youths 34
Improving career counseling and information ‘

services 33
Site visits for students to employers . 29
Improving vocational education programs 27
Shadawing programs for_students at work site ' : 22
Public relations on career-related topics 22
Establishing\school—business partnerships and’

adogt—a—school programs . 18
Sitp visits for teachers to employers 17 .
Needs assessments 17
Curriculum development . 16
Economic education. . 16
quentor§ comunity resources ) 15
Newsletter . 14

™ 14

- Assisting special needs youth
Developing programs for adults - ] 14

"

-

* 5£Ea wete categorized by pro§éct staff based on descriptions
. 1 of council projects submitted by local council staff.
This table is appreximate in its ranking because of incom-
pleteness and only rough comparability oﬁ data. The rough
proportions, however, are entirely consistent with all other
evidence gathered by case studies and more informal inquiries.

9 1 4
«

(; X81 ’- 93\‘

AT T




fﬁw\‘\ ;
. N/
more aggressive in defining community needs, designing projects,(and "

v 7 ~

seeking out financial and staff support. For a detailed discussio; of \\>
\

-

this projéct's lessons learned from our review of successful councils,

readers are referred to another'project publication: Industry-Education-

Labor Collaboration: An Action Guide for Collaborative Councils.

-
14

The Funding of €ollaborative Councils

One would expect a positive relationship between the scale of
council budggts and the number and impact of their activities. Perhaps
more funds oh hand, the more active is the council. 6r, from another
perspedgive, th; more active and serious the council, the more likely
it is that larger cash resources will be produced.

Initial analys;g indicates that both suppositions have some validity.
The several CETA Private Industry Councils included in our birectogx and
the twenty-three councils created in Michigan under that state's
Interagency Collaborative Initiative simply would not have existed withou%
the stimulus of federal and state government %unds. The same would

* pxobably be true for most of the councils which participated in the

Work~Education Consortium Project, a federally-funded project designed
to demonstrate the feasibility>of local collaborative action councils.

On the other hand even these councils owe ;omething—~all in some

cases—-of their financial survival to personal resourcefulness and

K]

creative thinking. Sufficient examples prove that money is not a

¥
14

concerns are large do tend‘to have greater resources

necessary"prereduz?ite to substantial astion. But councils which are
i

creative and{whos
than those with smaller, more rPutine agendas.
I 91 —
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How much money does a council need? There is no clear answer.
Too much depends on highly variable factors such as the level ;nd
quality of volunteer leadership. If staffowrk is contributed in-kind
by the member institutions, a council can go far without a formal .
budget of its own.
Staffwork is the key factor and the reason why most of the more
v ambitious councils develop at least a core budget to hire committed,
competent staff. In few areas of the country is it possible to have a
core staff for less than‘$25,000 per year. Most councils which stress
the facilitator/broker role have annual budgets of $25,000 to $50,000.
Service delivery and special projects councils tend to have larger
budge;s. Councils with budgets under $10,b00 per year either settle ’
.into modest, even innocuous, routines or are exceptionally strong
councils with diverse leadership and the abilitf to influence major
contributions of in-kind support, or are in a feé cases, low viéibility
planning groups that coordinate decisions about)how to deliver career
development resources available. Table III-3 (Budgets of Local Councils)

shows a distributjion based on the reported 198ﬂ budgets of 153 councils.

cils themselves are so djverse, the main point of the '

Because the co
einforce that sense of diversity. Expectations of pe}formance
.ncil with $2,000 in hand will be quite different than for a
council whose budget is $200,000. Always impréssive, of course, are

those people and councils who, using the council mechanism for leverage,

are able to generate impressive results out or proportion to cash on

hand.




Table III43

Budgets of Local Councils* .

Cash budget Councils Percent
0 - $2,0000 35 22.9
$2,000 - $10,000 7 4.6
$10,000 - $25,000 17 11.1
. i
$25,000 - $50,000 27 17.6 ‘ .
$50,000 - $100,000 31 20.3
.
$100,000 - $200,000 12 7.8
e
Above $200,000 24 15.7
™~ ~

153 *100%
. -y ) )

i

* Does not include cash value of in-kind contributions.
or volunteer effort.

We were unable to obtain full information regarding the sources of
council funds. However the partial information available g}early points
to a heavy dependence upon public tax dollars. This is‘esﬁecially true
for the more costly projects and services operated gy over one—th%ra of -
the councils. Federal government training, career education, ana vocational

education Funds have been crucial to the initiation and continuation of

L 4
H

local councils.

Rarely are these monies received directly from the federal government..

Federal funds are channelled through state and local government agencies



»

(school systems, local CETA Prime Sponsors, State departments of education*

and labor, and state employment and training councils for the most part).

I
Local and national foundations have supported specific council

[4

projects from time tq time. No examples were reported, however, of
» , M

¢

foundation support for core council operations. On the other hand, a
few counpils with foundation funding for projects lasting several years

have survived in large part because of these projects.
‘s
Corporate and other employer financial support of councils has been

.

modest, with a few exceptions, whilé corporate in-kind Qoluntger support
often has acoounted for a generous portion of council activities. Only

a handful of councils with paid staff appear to rely on local private
sector donations. Those that are funded entirely from the private\:ector,
such\;s councdils in Youngstown, Ohio, and Phoenix, Arizona, tend to .

have budgets of under $50,000 annually. But again this does not include
. 4 :
management and staff time.

Interviews with council directors and business members repeatedly
"encountered the rationale that }bcal schools and othgg public sector g
human services agencies should provide catalytic funds for qfaff and

projects,as the fqpndation for corporate voluntarism and activism in

'
[

support of education and training programs. Even among the no-budget/

low budget councils, the general expectation’was that core staff would

<

be proYided in-kind by the public agenéiesﬂ In a few instances, local
. N )
. Chambers of Commerce, or their equivalents, supplied staff support staff
2} N
if all other funding strategies failed. .

Few councils reported receiving funds from labot uniong. Those that

did had a membership dues structure. With some notable exceptions, labor
O ‘ { v
.o Y
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unions have bten much less active than business in their participation

. .
on councils, with a consequent impact on the levels of in-kind as well
as.cash support.

‘

It should be evident from this summary analysis that the financial
lives of local and state collaborative councils ;;e not qpiy very varied
but also very insecure. Reductions in the sources and size of federal
and state government funds can be expected to r;ddce both the operations
of exigting councils and the feasibility of initi;ting new coJﬂbils.

But the very modesty of most council budgets may carry a favoraBle
implication: that as community leaders ré;ognize the need to act
collaﬁ!'atively on 16Eal problem-solving the expense of supporting the
core'fuhéFionskof @ council will be recognized as legitimate, manageable,

N
and necessary expenses.

Orgaqization of Collaborative Councils

With some notable exceptions, discussed briefly later in this section,

the organizational structure of local and state collaborative councils is

relatively similar. The basic structural components are: members,
.

committees, staff, and organifzational status. Almost all councils have
Y .

designated officers and committees. About two-thirds have paid staff.

Less than half were incorporated as tax-exempt, non-profit corporationms.

A core group of .well-motivated individuals identify and recruit

other individuals whose participation is thought to be essential to
the eouncil's local credibility and operational success. This larger

group, numbering somewhere between twelve and thirty members (twenty

to twenty-five seems most typical) constitutes the council. °

1

()
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who represent their organizations in a general seénse but who may not
L

_— ' ) <
Members: All members will have a "rough' sense of érganizafional

purpose and the key organizers may or may not have a relatively clear

_concept of the activities they think the council Should pursue. ~ In

+

the more cohesive councils, the informal discussions preceding ;he’first
meeting will have been used to clarify pission, appropriate membership,
intended outcomes, pogsih}e activitiés, and opportunit}es for resources.
Specialization of functions is almost a first step.l Officers are
elected and, if the purposes of the council are reasonably.cleaf from the.

. .
start, various ad hoc and standing committees are established to work

“
’ -

on memb?rship; finance, program, and perhaps specific projects.

Members participate ;oluntarily. They are not paid to be involved
altkhough, preferably, their involvement is an appropridte function of
their job responsibilities with their respective organizations. It can
be said of many councils that instifﬁtions are the voluntary members.
and the individuals are representatives of the membér in;titutions.
,But this distinction is at best fuzzy'because’few organizatiods make
formal policy decisions to assign members to local councils. Cansequently,
most concils operate with the important ambiguity of having memggts

/ . )

be able to speak for those organizations in specific cases. Before the

. # . 1

council itself can commit itself to particular actions,  the commitments
- .

of key organizations must be put into place. If the council participants
are relatively hfgh in the managerial hierarchy of their own organizations,

. . . -
or if the proposed activities are non—controversial or inexpensive,

gaining these commitments need not be a complex task.




Committees: -Few collaborative councils could operate effectively
A -

without a committee structuxéﬁ Formal and informal committégs are the
mé;ting grounds where the essentia1 contact-making, agenda-building, .
;nd task-planning work of'a council gets done. The type of committee
structure used is a {pnction of the type of council. Service provider
councils with regular activities (such as inservice wérkshops for teachers
or career fairs for students or community resource clearinghouses) tend to
have standing committees to assure interagency cooperation and monitor
task performance.

Facilitator/broker councils tend to rely more on gpecial purpose
task forces for data gashering, o; informal committees for project /)
planning, or_on.even more informal conversatio;; suited to solve the
specific problems of speéﬁfic orggnizatiéns. Facilitaéor/broker councils
rely heayily on the skill of a chairperson or executive director to

identify needs informally and put the right people in touch witp each

other at the right times.

Special projecs councils tend to rely ﬁeavily on ad hoc committees '

once the council as a whole has developed its agenda and selected a
projeft for implementation. '
Modt councils appear to limit the number of official members or, if
they accept unlimited members, to.create a board of directors equivalent
to a ?ore council. Bﬁt mény councils do not limit pérticipation on
project committees or task forces to council members. Bfoadening :

committee participation to imclude individuals with special interests

and abilities is a particularly effective technique for gegting the job

" done and increasing a cébuncil's credibility in a community. \

~ 440
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Staffy - Of the 154 councils reviewed, 112 had paid staff.

1
»

Additional councils had a staff coordinator provided on an in-kind

basis, typically by a school system, Chamber of Commerce, or college.
LY .

In only about twenty cases was all council business conducted by the

members themselves.

The_ presence of staff, paid or unpaid seems to be crucial to

most councils as a way ©of maintaining .the momentum of ideas and ’ /]

volunteer time were in fact notable for the limited range and scope
of their activities. Unstaffed councils tended to be restricted to

yactions. Most councils wifhout staff and therefore totally dependent on
|
|
|
such activities as monthly luncheon meetings, annual awards banquets, }

|

and sponsorship of career awareness programs actually coordinated by school

v

personnel. .
~f ‘

A few'notable exceptions demonstrate, however, that neither staff
nor funds are essential fﬁ’zgrger imp;ct. A few councils operating as
discussion groups for top school officials, chi%f executive Bfficers
and occasionaliy other comm?nity leaders serve the singular purpose of
identif&ing critical problems and committing energies and resouFées
toward'resolGing thoézrproblems. Such councils need not meet often.

.

Indeed they need not{be organized as a formal council, preferring to

operate as an 'invisible council."” To b; effective, howevgr, they do

need Fontinuity of participation, a'shareé concern for long-term,

coméunity-wide consequences of key problems, énd an ability to make

institutional eommitments that will be acted on by other, lower-ranking
.

members of their respective organizations. In effect, resources and staff

action flow from the agreements reached by these members invisib*e or

‘ visible-but-informal councils. ]

Q 7 102
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\\6’ Organizational status: Of the 154 councils analyzed, sixty-eight

Al

(or aboyt 45%) were incorporated as non—profit, tax—-exempt corporatians.
The decision to inc;rporate clearly depends on local circumstances, the
principal circumstances being whether the council memﬁeés can agree on
using some existing} already incorporated, organization as the fiscal
agent for council ékpenses and/or as the source of in-kind staff
support. !
Some councils with very small budgets and no paid staff are incor-
porated. Some councils with very large budgets and pa;d staff are not
incorporated. The reverse is also true. For councils which dre not

f

incorporated, colleges, public school systems, and (less typically) .
.

4 Chambers of Commerce serve as "homes."

There are several advantages to organizing a council as a private,
non-profit corporation wnder Section 501(c)(3)‘of the Internal Revenue
Code. The principal reason for incorporating is to permit the council

: to receive tax deductible donations and to administer itself any funds
! received through contracts or grants. Other advantages include cheaper

postage rates, limited 1iability of officers, and certain sales tax

LS

exemptions.

-

There are few disadvan&ages:/tﬂe worst being the initial legal /
, paperwork and the annual audit and report. But much of this effort is

neces§3ry anyday if only for internal accountability to members and

supporters.

(Councils that incofporate seem to do so as much for the psychological,
A

political, and administrative sense of independence as for strictly
. ¢

financial reasons. Many councils “find that having another organization

/
.

N




acting as fiscal agent eventually leads to subtle (sometimes overt)

restrict€ons that compromise thk council's reputation as a neu;ral
7 &

» . -

and procedurally flexible organization. Outside fiscal agents, for

/
example, sometimes have charged their normal--but heavy--administrative

overhead rates to the modest funds received by the council, or have tried
to impose personnel policies on the council, or quesgioned expe;ditures.
The danger in other words is that a fiscal agent, however well i;tentioned,
may interpose an unnecessary layer of atcountability bgtween the council
officers and the staff. |

On the other side of the incorporation \ledger <are extraordinarily
efficient relationships where the fiscal agent is a prime backer of the
council. Here it is iikel& that the agency treats all budget and personnel
administration and even office space as an in-kind contribution to ghe
council and maintains a rigorous "hands-off" policy with regard to all
program and personnel activities of the council. As long as the council
does not appear to be "owned' by the supporting organ}zation, this relation-
ship can work beéhtifully. If the sponsor is iéseif a non-profit organization'

~

or government agency, all the benefits of council incorporation can be

had on a "pass-through' basis. '

Leadership of Collaborative Councils

{

L}
%

7 - Although the information received from councils was often superficial
on the topic of leadership sources and styles, certain tendencies were

clear indeed. ? ~

Leadership from business,6and education organizations clearly dominates

v p:
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most collaborative councils. Put another way, leadership from labor

-
.

. . L , . , .
organizations and community-based service agemcies is far less common.

Local government training agency directors Qr youth program staff partici-

-

pated on many councils. About one-third of the councils and related

»

initiatives reviewed showed a broad base of institutional involvement
(see Table ITI-4). \}

The composition of a council's leadership appears to be a function
4
\

of its origins: the initial sources of leadership, the purposes initially

\héet as its mission, the manner in which its members are récruited and

. /
- YA
agenda developed. Once a council's identity and pattern of action or

inactign are established, dragatic changes of course are difficult.
Althouéh members, ptojects, and activities may have changed over time,
few of the councgls reviewed by this project showed evidence of having
broadened (or narrowed) their formal mission; raised (or lowered)_ the \7
level of indtitutional leadership from which members were recruited,
restructured the relative leadership balance between staff and members,
or sought to take on notably different types of project activities.

In California iignificant changes resulted in the oéeration of
some of the local affiliates of the Industry Education Couneil of
Qalifornia (IECC) after the state-level council was reorganized and a
néw state council executive director appointed. At that poi;t the IECC

developed a modus operandi of strengthén{pg local councils by selectively

-

'using council communities as sites for IECC projects. In New York City,

the collaborative council was initiated as.a project of a-business

leadership organization. The council's work with the public education

.

: ' Iuq
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! Table III-4 p
. . a " . <
~ Sectors Most ‘Active,in Council Leadership ./ -
. | / w
. . Number of ~ , '
Sectors Co / Councils Percent °
. "Business and Education - 80 51% -
Broad-based (Three or more sectors;
no one dominant) ' . 35 229«
Education and local government ‘
training agency 27 17%
\ . Y
Business primarily -7 5%,
|
Education primarily 3 27 w
N Other . 5 37 , .
TOTAL ® 157 100% .

. ' \ ’ * Y
sector served as one of several precedents for a significant upgrading
of (the overall business community's involvement in public policy and

N\
. A
Qprogkam developments. The initial council was replaced by the more

potent, higher visibility, better funded, and more comprehensive partner-

<
’

ship program which followed.

4

In Michigaﬂ, two local colléborative councils with broad-based

membgrship and track records as effective project catalysts served as

4 r

models for a statewide program initiated jointly by the Michigan Departments

-

'

qf Labor and Bducation. State support using fedg@hl CETA and Vocational

\

Education Act monies carried with it an emphasis on coaqrdination of

local vocational and career education programs with CETA Prime Sponsor -

youth programs. Although employers and unions are represented on what

. . \ / v IUJ ~ )
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g | ®
Michigan calls. Interagency Collaborative Boards (ICBs), the leadership
,hnd agendas‘come out of the public sector. This approath has advantages
ig that it pelps put the public §ector "act together" first-éo tﬁat-
a more knowledgeable and unified-case for private sector involQement
can be maée.’ But the fact remains that the initial definition of the

ICBs made a difference.

-

The présence of business representatives as the leading non-education

* +

participants on most councils seems to rgsult from the common sense
perceptions that employ?rs are the foremost "hsersh oflgchool system aﬂh
college graduates and that employers have more substhngial assistance
to offer than do the dabor or soc¢ial service sectors insofar as career
and economic education information and experiences are concerned. The
emphasis that all councils of all types place on the impértance of
real contact between learners and employer leads inevitably to the
conclusion-that the lack of linkage between the two sectors of education

and employers is the critical problem. The corollary conclusion is

that labor, government, and social service sgctors, b§ definition,

' ’

must play secondary roles.

’ The result is that labor, social\jervice agén;y, education, and’
government leaders do<13§§act defer to leadership otfiered by private
sector managers. ,

But the mere presence of business and industry members, even -
leadership, does not assure meaningful action. Leadership implies knowing
waht 1is wanted and what is possible from a couricil. Councils which limit

themselves to luncheons, awards and minor forms of assistance to school

programs are evidence of leadership that 1s satisfied with modest results

-

.




and/or a superficial analysis of the problems facing schools, emPloyérs,
_young people, and ;ommunities. ‘
Councils, on‘the other hand, which define more profound school-employer
and youth—caree£ development problems are likely to take on more difficult
agendas.‘ Difficulty can be measured in t?o ways: the diffi;ulty.of taking

on large and important tasks such as organizing commupity-wide strategies

.

for providing career development programs @r the difficulty of addressing
éontrover;ial issdes’s;ch as encouraging in-depth étudent analysis of
the costs and benefits of business or labor positions on environmental or
trade policy. Th! dif ference is ‘lpadership. Thus the ability to attract

— .
. the right kind of business leaders is probably the single most important
decision faced by all councils.

Involving representatives of organized labor is typically a consequence
of Aecisions to involve busfhess. In some communities, educators-and
business leaders sensitive to the interests of organized labor make sure
that labor unions are invited t; participate. 1In these cases organized
labor is récognized asva politically influential sector as Foncepned
as anyone else with the quality of education and the quality of career
‘opportunities. More frequently the involvement of organized labor is
" an aftertqteght wit@ little ?xpecFatioﬁ of significant activity. In '
other communities, organized labor is'consciously omitted* One ;ouncil
dirgctor‘observed that if unions wanted to put their point of view
into the classroom they were free to set up their own council. In
contrast, another council director noted that the credibility of his

council's program with schools and young people required labor partici-

patidh as an assurance of balance and accuracy in the information being

preseunted. )




¢
.
- ‘
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degree of balance desired by some cqincils. First, whereas almost every
American community has business leaders who age also community leaders,

Unions, however, face some unique challenges.iﬁ providing the ~ .
this is hardly the case with labor leaders. Few labor leaders have 1

the financial and staff support needed to free them to participate in -

diverse activities. Union hallsfare far more modest environments than

|

|
corporate offices. A few union leaders cannot cover the same geographic |
and intellectual territory that can be divided among a much larger cadre ‘
of managers from business and industry. Also, unions lack the public

relations resources that permit individual bugiéesses and trade associations

-

to publish and distribute curricular materials. Finally, although the

educational levels of local labor leaders are rising rapidly, the disparity

* t
<

between management and labor is still wide in mepst communities, a disparity
' 3

which puts many local labor leaders at a perbéived status _disadvantage

~
.

when discussing éducatioq and training issues.

LI

Assessment and Evaluation of Collaborative Councils ~ ~ ‘

Assessment and evaluation are exercises in quality.control and accounta-
bility. Councils have a number.of audiences to whom tRey mai be accountable.
Because éBllaborative councils are‘tdpglly dependent for their

~

legitimacy on the active involvement of their members, the staff and members

-

of iocal councils are most seﬁsitive to the self-assessments made, from time
to time by themselves as individuals and as colleagues.

A second ty;e of assessment to which local councilé are particularly
sensitive consiéts of the articles and discussions which appear from time to
time i; the local'éublic media. National med;a attention is good to‘have

A}

but of fleeting importance. €

-
1]
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n A third type of assessment of special; importance involves the opinions
o F)

-
-

and research conclusi&ns of funding agencies. But these agencies may be

more-_interested in the prog{Lss of a specific project rather thgn'in the

- ]

- ‘ N » ,
. . relative signﬁiifance or sutcess of the council as 3*?hole.

. - ~

v

¥ . .o
A\fou;tﬁ;type.of assessment involvgs the opinions and research conclu-

. -

sions of exqarual.third—partf evaluators (neither the council nor a fﬁnding

.sourcé, but ‘perhaps sponsored by one or the other). These research efforts
M N « 3

“ N

e ° :
and reports typically are prodqudaﬁy well-trained researchers using case

study or more formal academic methods. Because they are typically per- .

. formed by "outsiders(" formal evaluations can be the most readjly discredited
s and discounted form of assessment for logal activities. They can also be
.; exceptignally insightful and useful. - v
¢ & To dage only three comparative assessments$ or evaluations of l&éal

collaborative councils have been conducted. These are:

s . 3\ i
e The evaluability assessment of five council sites conducted
by American Institutes of Research for this project (see
’:}f €hapter V) . .

e A review of twelve councils_ and case studies of four councils
conducted by Abt Associates for the National Institute of
Education (Prager, Goldberg et al, 1980;,Prager et al, 1981)
e A review of thirty councils and case studies of five councils
conducted by the Wational Institute for Work and Learning for
the Michigan Interagency Collaborative Imitiative and Michigan b
Department of Labor.jNational Institute for Work and Learning,
1981) 4 . .

Other studdies of local advisory and collaborative organizations and *“F’
~d N

efforts also shed light on the concepts and practices of collaborative
o\
. councils (for example, Ferrini, Matthews, FostQF, and Workman, 1980). -

) . .

A review of this pre~1981 literature was published by NIWL as part of
this "project (Fraser, Gold, Rankin et al, 1981). The Mershon Center at -

Ohio State University is presently responsible for assessing the progress
1)

o 19!

| | 07
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of manda;ed local Private Industry Councils fdhded by the federal govern-
ment.

Assessments and evaluations of industry-education-labo; collaborative
councils all—-reach similar conclusions:

e Collaborative councils have succeéded in establishing them-
selves as legitimate, independent community organizations
in contrast to other groups which, although they may share
similar interests and even members, are seen as vehicles for
state or federal government interests. As{credible organiza-
tions, couneils are generally accepted as eéffective forums ’
for communication and planning among tkte education and private
sectors. )

. i 7o
e Although subject to substantial uncertainties of funding,
local councils have succeeded in generating financial support
from diverse sources. But because many of these™sources have
been puinc sector agencies--local, state, and/or federal--

Vs the future funding of local councils remains uncertain.

® Collaborative council interests have been focused on developing
community resources for diverse types of youth career deyelop-
ment activities. This focus differentiates these councils from
the focus of Private Industry Councils, which have become the

- peincipal federll government vehicle for encouraging private-
public collaboration on training and employment matters.
Coordination and joint activities have been developed in
some communities between these two types of local countils X
but not on a systematic basis. Better communication and joint
planning needs to take place.
\ .

e While many councils do use needs assessment approaches to
develop their initial agendas, there is a lack of periodic
needs assessment activities once agendas are adopted. Periodic
assessments are important in focusing and refocusing council
activities on significant issueg. ’

.
A

® Few councils emerg8 in formal assessments of evaluations of
the impact of their activities. Almost all councils monitfor
the satisfaction of participants’ in major projects, but
documentation of follow-up impact is rare. 1In part this is
a function of financial limitations, in part it is typical of
community-based organizations who rely on informal feedback,
and in part it is a function of the lack of evaluation
requirements by funding sources. Activities pf ‘most local
vocational and career education advisory councils are also
unevaluated, so comparisons of actions and impacts are not
available. '

¢
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¢ Improvements often né%ded'in douncils include: greater
stability of funding, more attention to devploping sequences
. . of activities leading to more significant outcomes, greater
attention to brquth of organizations represented in member- *
N "ship, greater attention to involving diverse community leaders
in identification or priority issues suitable to industry-
. education-labor collaboration.

From time to time, usually at the initiative of a particularly R
. ® N
conscientious executive director or council president, a council may \.
conduct a self-assessment of its oﬁn progress and prospects.

A particularly ‘insightful and well-implemented self-study was
conducted in 1979-80 by a committee of the Tri-Lateral Council for
Quality Education, Inc., in Boston,\Massachusetts. The Council's Statement

e "
of Ditection reviews the history, mission and objectives, findings of

)
effectiveness, and funding of the Council during its fivg years, draws
conclusions and makes recommendatYons for future prioritiés (Tri-Lateral
Council for Quality Education, 1940). For example, the Council's major
focus had been on developing partnerships between business firms and

Boston's eighteen higﬂ schools and on a variety of efforts to improve the

city's occupational gducationél system: The self-study reviewed accomplish-

ments and problems of’the five years, concluding that greater emphasis

was needed to upgrade teacher skjills,,curriculum and career guidance:

development, and managementlassistance. As a result Zf the seif—study, "
the Council took on the responsibility of playing a more active role in

achieving closer collaboration between the schools and manpower planning

agencies. This task was feasible because of the\%{gh level business and

school membership on the Council and the fact that sevegal key business

members also were active in developing the Boston Private Industry Council.

An example of a Co&ncil—sponsored assessment of a council project

is the Industry Education Council of California's report on its Cross-

v
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result.

“« ™

Agenc§ Project for the Education, Training,.and Pf%cement of Handicapped
. N -
. * .8 7
Youth (Lamb, 1981). This report amalyzed an "action partnership"

program by focusing on the netwarking. design and its implemehtation.

’

Undergtanding how to overcome institutional barriers to private-public

collaboration directly addressed the replication potential of the
pFojéct and indirectly a;sessed the functioning of the IECC.

Setting reasonablé goals and'eipectations is undoubtedly the biggest
pfoblem ené;untered by councils in performing self-assessments or working
with outside evaluatoré.(see Bobrow, 1977). The fact is(that many :
factors are far beyond the ;ontrol of a collaborative council. Yet, the

LY

natural tendency of eviluators and the members themselves is to judge council

impch‘Pjgfuch'coqcrete outceyes as job'plgpements or academic improvements
in schégiéi This tendenéy occurs because it is harder to put numbers on
iess tangible but possibly more pignificant achievements. ™ ]

) w‘Rar;ly is'g council, or éven a single council project, responsible
for“job placeéen?é or {pproved academic performance (even whent"those do
occur)’, No;mallyrother agexciésa-themselves council members in many cases--
haQe those re;ponsiéilifies. A council may choose to facilitate those .
activities, but many hands and maﬁ} variables intervene in the final

On the olher hand, all councils can be held accountable for the
extent to which they improve communications and interactions between
leadérs and organizations. Things should happen because the council was

there. Schools, employers, unions, government agencies and others should

initiate projects because of the council. Collaborative action should
) ) i

-

octur regularly. People should feel that they are making progress in working

with each q}her and in improving specific projects and programs. Where

100 11,) >
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evaluations have focused on improvements in the process of interagency
.
. . b
collaboration, local councils have justified their existence. Putting s

a dollar price tag on the value of that achievement has not been. easy.

The modest budgets of most councils indicate for most observers a favorable :

Vs .
benefit/cost ratio. ¢ N
On the other hand, council advocates must acknowledge that councils .

thus far have failed--with rare exceptions--to mobilize communiéz—level‘
i .
leadership to use the council mechanism to design and operate comprehensive

human resource programs tailored to local economies, labor markets, and

educational resources (see Kyle, 1981).

, . ' s .
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CHAPTER IV : .
/ . :

ON BUILDING NETWdﬁEé OF COLLABORATIVE COUNCILS

In addition to the wide variety of local and state councils and similar

mechanisms represented among the 157 collaborative initiatives reviewad by

this project and described in A Directory of Collaborative Councils, networking
- \
mechanisms related to these councils were also identified. This chapter

describes the main Sggracteristics of these linking mechanisms and discusses

4

the chief merits aﬁd difficulties of creating net&ZZQT of councils concerned

with industry-education-labor collaboration. This discussion is based largely

6n many conversations g;er a two year period with directors and meméers'of
councils listed in the Directory and with many other pe;sons in state and
national organizations.

The first fact to record is that none of the activities described here

represented an effective national network of collaborative councils. The lack -+
-

~

of a directory of councils, compounded by the fact thét most councils are °
. d
indigenous in origin and orientation and therefore rarely in contact with

national audiences, constituted the pri#ncipal practical barriers to nationwide

networking prior to this project's publicatiom of A Directory of Collaborative

Councils.
) On the other hand, the basic mechanisms for such networking were in place. '
Two national and several state éroups existing during 1980-81 were acting
already as advocates, conferencg organizer;, and sources of téchnicafﬁessistance.
With the publifation of tHe Directory in mid-1981, these groups haa available
the means to make direct contact with all councils nationwide for the first

time instead of just the smaller number (approximately half of’the 157)

generally known to the national organizations earlier.

& ].1-4
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State networks ¢

Several states had formal council networks in operation during the period

of this project. (See Chapter VI for further discussion of the role of stgzz‘\\\ﬁﬂ/

governments in fostering industry-education-~lzbor collaboration.)

The oldest and most highly developed of these was in Célifornia where
twenty local £i5ustry—education councils are affiliated with the state-level.
;ndustr§ Edycation Council of‘C;Iifornia (IECC), itself a collaborative
cougcil incorpor;\ed iq‘1974. Three other local councils in California
operated independen¥ly of IECC. In New York State in 1980 a majority of the
twenty local councils‘formed an Asévciation of New ;E?k StAte Industry-Lducation
éouncils. In Michigan,\a state government—fundej\{iferagency Collaborative R~

Initiative resulted during 1979 and 1980 in the creEtiﬁE/;; over thirty local

councils in addition to four which pre-dated the state initiative. Simiiar but
smaller state government projects in Connecticut (eight Louncils), Minnesota

(two councils), North Caroling_(ﬁhree councils), and South Carolina (three

counciis) also resulted in staté networks at least during the period of the 3
state projects. In Massachusegts during 1977 about eight councils had met
“intermitten ly to compare progress but had never sought to formal@ze or continue

~
their networking. N

\ Several state netquks were under developmqnt‘during‘the period of this
sfﬁ;y. In Arizona the Arizona Business-Industry-Education Council serving the
Phoenix area was working successfully in 1981 to establish local councils in
four other sites. A different approach was be%pg taken by the Ohio Department

%y
of Education which sought .to initiate Vocational/Technical Resource Consortia

to work collaboratively with business, industry, and labor in twenty-three

N

fégions state-wide. In Colorado, the Colorado Association of Commerce and ‘
\
Industry, the Chamber of Commerce for the state, had_been working since 1977 ‘

115
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to stimulate local Chambers of Commerce to initiate local Business and
Education Councils.s Although few council-like groups had been organized, many
local Chambers were participatipg with schools in career education projects.

In Indiana, the Governor's Committee on Youth Employment was assisting the

business and education leadership of several communities to initiate local
¢

4

collaborative councils. '

Anecdotal evi&ence gathered from individual councils during this project
indicates that, with exceptions, contacts among councils within statg borders
appears to be relatively minor. The exceptions occur at times of annual
meetings (as in California, Michigan, and New York) or when a formal newsletter
or intermittent communications is used. Geographic proximity is less of an
inducement to interactions than 1is personal rapport among council directors
or awareness of a specific counc;l project of interest to another council. In
almost all cases, communication among councils, including participation in
formal associations or conferences, is initiated by council staff rather than
members. In other words, networking seems to support staff morale, knowledge,
and skill development needs. Volunteer members perceive little or no need for

council networking per se. Of course both staff and members have access to

state and national information and contacts through other professional networks.

—

National networks

Although two associations (described in the next section? claim particular
interest in advocating the interests of local collaborative councils, it must
be emphasized that council members individually and collectively benefit
from their affiliations with many formgl and informal professional networks.
?hus members representing public schools may bring to council deliberations
news, attitudes, and technipal resources from a broad range of national

organizations serving administrators, teachers, and counselors. Business

‘
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\
representatives bring insights provided by their affiliations_with Chambers

of Commerce, Manufacturers' Associations, and personnel and training associ-
ations. Laboruofficials bring their affiliations with intermational a%d state
unions. City govermment and comqunity service agency leaders bring insights
f;om national groﬁﬁé representing their interests.

Moreover, council members may participate on other committees and councils:
vocational and career education advisory committees, economic development
councils, CETA planning or Private Indugtry Councils, committees/councils
concerned with special issues.

All these activities offer connections to national networks. Some provide
linkages to national groups which have demonstrated significant concern for

improving education relationships with-employers and workers. Groups such as

Education, the National Association of Private Industry Councils, the” National
Alliance of Business, and the federal government's advisory councils on career
and vocational education have all supported more effective linkages through
formal, local council-like mechanisms.

At the community level or state levél, the independently initiated,

institutionally neutral collaborative council, when effectively led, is a
i .

!
kind of switchboard andé§orum for all these lines of communication and points

B

|
|
the American Vocational Association, the State Advisory Councils on Vocational

{
of view. At their best,ueffective collaborative councils use this central_

-

position to enhance a community's alertness to linkages between local, state, '
| |
|

and national agendas. Because of their ability to pull these interests

togéther as opportunities arise, councils at various times have enabled local
schools, colleges, employersl unions, and service agencies to create projects

¢

: \
which have attracted fundd from national philanthropic foundations and state

[
—
€

and national government aétncies, Iﬁ/éo doing, individual councils play crucial

106
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roles in creating networks of information and practical experience among

diverse groups. // ‘-~——A<:—ﬂ

National organizations ‘

Two organizations, the'National Assocfgzion for Industry-Education
Cooperation (NAIEC) and the Niﬁional Work-Education ConsorXium (NWEC), are

the principal national forums for discussion and advocacy of the concepts and

A

-

practices of local collaborative coﬁncils,

National Association for Industry-Education Cooperation

NALEC was established in 1964 and incorporated in September 1972

[
»>

as a non-profit organization. Its origins extend further back to 1950 and the
formation at that time‘ofaén Industry~Science Te;ching Relations Segtion of

the National Science Teékhers Association (Horkheimer, 1974). Seeking to

establish a broad base of relationships between industry and schools, and

gaining the support of the National Association of Manufacturers, the leaders '

of the section formed a new organization:
i

...as a means of mobilizing the resources of education and industry
(business, labor, government, agriculture, and the professions)
to improve the relevance and quality of educational programs at
all levels. It recognizes the need for a systems approach in
assisting educators design a delivery system that is responsive
to the changes in the marketplace (Ayars and Bovee, 1975, p. 29).

The primary objesgives of NAIEC were and still are:

e To provide a national organization for representatives of _
business, industry, education, government, and labor to
prométe increased levels of cooperation.

e To identify areas of mutual interest and to formulate programs
and procedures which meet acceptable standards. .

e To communicate with any group concerned with education about
cooperative programs and projects.




The new organization merged in 1972 with the National Community Resources

Workshop Association. These workshops for school teachers had been conducted

since 1952 across the nation but principally in Michigan and'bhio where

university schools of education took particular interest in d&ganizing\local !
~ . ¢ 3

| workshops.” In some of these mid-western communities the annu%l workshop activity

\ A

had been organized by a committee or council developed for that purpose. Thus 1

councils—-for impleménting its objectives in communities. Addikzonally, the

8

founders of NAIEC set for themselves a broad set of functions including:

. Instruction ~ staff development programs such as Community
. Resources Workshops, Career Guidance Institutes, I-E In-Service
Programs, internships in industry, experimental teaching programs,
and activities in the areas of pre-service education and
certification.

|
the new organization began with two mechanisms-—-the workshops and local
|
|
|
|
|
|
|
|

° Curriculum Develqpment‘— innovdtive projects, liaison with
. State Departments of Education, and dissemination of experi-
A mental practices.

. Educational Management ~ institutes and regional conferences,
management studies, and consultation services to school
districts.

e Teacher-Student Materials - developing, selecting and dissemi-
nating usable industry—education materials, materials evaluation .
reports, and sponsored materials.

. Public Information Services - newsletter, NAIEC publicationms,
reprints and audio-visual, special programs for I-E groups,
releases to media editors and industry and education.

In 1979, the latest year for which official figures were ava;lable,

NAIEC listed 562 individual members and thirty-seven council members. The -
1979 nationaFf convention waé attended, by 219 persons.

In addition to its convention, advocacy of Industry-Education bouncils,
and sponsorship of Community Resources Workshops, the associétion published

’ -~

a quarterly newsletter, a semi-annual Journal of Industry=Education Coopeiation,

\




i

conducts an annual awards program, and orgahizes occasional regional conferences
- i
on school-based job placement services, work—experience prog}ams, and education
and economic development connections. In late 1981 NAIEC launched two activities
aimed .at school teachers on a modest membership fee basis: a national clearing-
thouse for industry-sponsored resources and a bi-monthly "Teacher's Guide to
Industry-Education Cooper%;ion." In recent years, NAIEC has been particularly

.

active és a p:Pponentsof career education and has rgceived contracgs from the
federal government's Office of Career Education to produce a film and manual
advocating community-based dareer Education Advisory Councils designed as
co}laborative councils.

Organizationally, NALEC operates from the offices of its principal
officers and staff. Its headquarters is in Buffalo, New York, where resides ,
NAIEC's president. In September, 19}9, the NAIEC president, who previously

had been director of the Niagara Falls (NY) Industry-Education Council as

well as NAIEC president,'assumed full-time responsibility for the Association. .

The Journal of Indugt;z:Education Coqperatio? is edited by a faculty member of
the State University College at Buffalo and printed in Springfield, Massachusetts,
where NAIEC's Secretary is based. The editor of th: Association's newsletter
is based at the University of Massachusetts® Amherst campus.

Officers and editors are accountable to an exec;tive committee headed
by tﬁé’bresident and a Board of Directors. The Association by—laws’yere
revised in 1981 to permit appointment of up to 60 directors drawn nationally
principally from secondary, postsécondary,-and governmental education
agencies and the education and training offices of business organizationms.

NAIEC draws a sh§rp distinction between councils organized on the NAIEC

model, as. outlined in the Association's handbook first published in the

. late 1960s, and other community~based collaborative councils. Council members

ro
[
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of NATEC inciude some which follow and some which~differ from tﬁe NAIEC model.

The NAIEC model shares with most collaborative council desigﬁs a gensfal
concern £§r the total relationship between schools and postsecondary education
on the one hand and work institutions on the other hand. ~ But the need to

apply limited resources to a specific set of activities, an agenda, results in
. .

a sharply focused NAIEC specification of an Industry-Education Council's (IEC)
. )

role. Two particular activities, school staff development and school curriculum

*
development, are stressed:

Staff and curriculum development within a particular school system
constitute the core of an IEC's program and operation. The focus
for an IEC, then, is directed at improving education; it seeks to

wire the schoo into the workplace in an organized and structured
manner; its p ry constituency, therefore, are students and ProF
fessional scho sta¥f (Clark, 198Q, p.2).
) Vg
Through their volunteer efforts to improve the quality of the school curriculum,

’

the industry (business, labor, goJErnment and the professions) membets of an’
industry-education council "facilitate the brocess‘of a student's entry into
the marketplace as é/productive worker."

Within the staff and curriculum development framework, the NAIEC councii
model emppasizes_a wide range of content including career education, economic
and consumer education, school-based job placement, and career exploration.
School management assistance is encouraged as a'staff de;;lopment service for
school system business managers. This empﬁasis on staff development throughout
the school system also is designed to prixi;g opportunities fqr ihdustry{"to
introduce its sponsored 'educational materials iqto the classfoom in all -
subject.areas at all levels." :

From this specific framework of assistance in staff and curriculum
development flow NAIEC's preference that local industry—gducation councils be

organized and funded by local school systems yet be incorporated as independent

orghanizations staffed preferably by an educator with business experience.

-
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National Work-Educatfon Consortium

-

The National Wdrk-Education Consor%?um (NWEC) was incorporated as
an independent non-profit organization in 1979. Tisa Consortium grew out of

«
-} gational demonstration project conceivei and developed by the National

-

Institute for Work and Learning (NIWL) several years earlier when the Institute

was known as the National Manpower Institute (NMI).

-

In 1975 the Institute produced The Boundlesd/Resource (Wirtz and the

National Manpower Institute, 1975), *which came to be recognized as a path-

marking analysis of the need for a wholly new approach towards human resources
policy-making and segy;ces delivery. The book's emphasis was on nationwide
(ﬁot merely governmental) and multi-sector involvement in policy and program
.decision-making regarding the uses of education, training, and lifelong career

devejlopment resources. A crucial element in this rationale was the assumption
K

that local community leaders and institutions, if they could deal with each

other on these matters through a formal, collaborative process, could design
4

-

more effective solutions to human resource problems, and more effectively

»

lead the policy-making process than could national governmental agencies.

A

The book strongly supported efforts to develop the concept and practices
of career education--understood as a'meeting of the liberal arts and voca-

tional education--first advocated in 1971 by then U.S. Commissioner of

-

- /'

Education Sidney Marland. But here too it was argued that success would
"depend on the capability of 19ca1 sehoolq, colleges, and communities to
grabple with the broad implications of the concept. *
Wirtz and the Institute staff and advisors recogni;ed in the few then
exisying community tagk forces and councils the potential for developing

the council mechanism beyond its concern for changing the schools to a wider

concern for stimd%i%ing needed changes in the attitudes and practices of

r
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both work and education institutions. Thus_the first proposal in the book (uﬁ&er
the heading "Enlargingggresént Beachheads') was to establish "in at lea;t twenty-
five cities, Community Education-Work Councils through which school officials,
employers, members of labor unions, and members of the public engage collabora-
tively, in developing and administering education-work programs" (p. 170).

This prqposal became one year later the Work-Education Consortium Project.
The national project, supported financially in large part by the U.S. Department
of Labor and monitored within the federal government by an interagency task
force representing the Department of Health, Education and Welfare, the
Department of Commerce, and ﬁabor, was launched in 1976. To assure diversity
in approach, responsibility for site selection was split among the Association

.

of Community and Junior Colleges (AACJC), the National Alliance of Business (NAB),
and the National Manpower Institute. AACJC and NAB were to assist, respectively,

{
local community colleges and NAB metropolitan programs to build on those insti-

LY
tutional bases local councils on the NMI co%Laborative model. The Institute
itself was to seek a diverse group of communities: some with alreq‘y existing
councils and some ready to develop collaborative councils; some in urban,

“

some in rural, and some in suburban areas; some using the industry-education

format, some using other formats; some specifically attempting to implement

the broad collaborative proqﬁssﬁsuggested in The Boundless Resource.
The total of thirty-two councils included seven established prior to
the March 1976 initiation of the nati;nal project. One, the Industry-
Education Council of California, brought togethér state-level leaders from
tge major sectors. The others were all intensely local and were evenly -
distributed over urban (e.g: Oakland, CA), rural (e.g. Gratiot County, MI),
N

suburban (e.g. Mesa, AZ), urban/rural (e.g. East Peoria, IL), and urban/

suburban (e.g. Charleston, SC). (National Manpower Institute, 1978a).




Educators and business/industry leaders were the initiators of most of
the project councils. Among the educators, college presidents and high level
administrators (most frequently from community colleges) exhibited especial
leadership. Among school systems, career and vocational education administrators
moreso than superintendents appeared to show the greatest interest. In only
four cases had city government, community social sérvice agencies, or organized
labor taken a lead role in organlzing a council.

Jhe_convening of the Consortium in April 1977 was part of the demonstration
project's design to encourage sharing of ideas and experiences among the staff
and members of the diverse councils. Councils were not directed to organize
theygélves in one particular way or ano%her. Nor were they told in which
specific activities to engage. Their broéd guidelines encouraged diversity
of approach and agenda by stating only that youth transition from scho&l to
work deserved special attention because (1) the preparation of youth:fér
work was itself a critical national and local problem and because (2)‘the
period of youth transition betyeen the two sectors provided is also the point
where the interests of educators and employers converge but where practical
education, training, and ‘upport services for youth were especially lacking.
Thus, focusing attention én the needs af 14 to 24 year old youths and the
related problems of education and work organizations in the community was seen
as a salient opportunity go engage the creativity and resourcefulness of
community leaders as a first step toward broader collaborative prob%em—
éslving. .

Twenty-three of the original thirty-two councils were operational during

1980-81 and are profilqd in this project's Directory of Collaborative Councils.

Another fifteen community councils were initiated during the Oonsort%gm

Project's final year with the assistance of the states of Connecticut,



Minnesbta, North Carolina, and South Carolina. Also, during 1979-1980 the
Michigan State Departments of Labor and Education, observing the effectiveness
of Consortium councils in Wayne and Gratiot Counties, created with technical
assistance from those councils and the Co;sortium Project staff of NIWL
the Michigan Interagency Collaborative Initiative. This state Initiative,
funded with both vocational education and CETA funds, resulteq in the forma-
tion by mid-1980 of anoéher twenty-five collaborative councils statewide.*

N .

ProfilesLBf these forty councils created through state leadership as a direct

consequence of the Work—Education Consortium PrOJect are also included in the
s

-Directory. - ) .

-

The subsequent history, products, and outcomes of the Work—-Education
Consortiﬁm Project are reported elseWheEe (National Manpower Institute, 1978a,
1978b, 1979; Mahoney, 1577, 1978; Prager et 'al., 1980, 1981). The Prager |
reports are the products of 5 30-month evaluation stu&y of the Consortium
Project funded by the National Institute of Education.

| Of particular releéance to this chapter is that twenty of the original

councils which participated in the project decided in 1979 to continue their

"association beyond the term of the project. During the three years that they

had received decreasing amounts of federal "seed" funding (up to $50,000
. . 7
during the first two years, decreasing to as low as $2,000 in the third yqar),

these councils had proven their ability to secure financial support from
other local, state, and national sources. Mutual interests, financial

insecurity, and the prospect for further dissemination and improvement of the

t

concepts and practices of collaborative councils all combined to recommend

the reorganization of the Consortium as an independent organization.

o ’
/

\

/ f
* As of January 1982, a total of thirty-two "ICBs'" were operational in
Michigan. \T()
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‘The purposes for which the new organization was formed were:
e To improve transitions between education and work through
Work-Education Councils, which may be composed of representa-

tives of business, labor, government, education and the
community;

- >

e to develop the concepts of collaborative planning and action
in reducing barriers and aiding the successful transitions
between education and work;

-

e to promote the establishment of new Work-Education Councils;

e to stimulate information exchange and collaborative action among
Work—Education Councils, and between such councils and other =\
similar organizations;

e to contribute to and stimulate public discussions of policies
that will improve transitions between education and work.

‘

To implement these broad purposes the Consortium engages in several
activitiesgincluding: an annual conference, publicatien of a twice-monthly
bulletin, a quarterly newsletter and occasional publications and projects
among the member counéils. A handbook produced by the Portland Work-
Education Council serves as the Consortium handbook on forming and operating
a collaborative council (Greater Portland Work Education Council, 1980).

Each of the three annual Consortium conferences held since 1979 has
attracted about 85 people representing about 30 councils. The Consortium's
focus on councils as members and the emphasis at meetings on assistance to

councils specifically rather than collaborative mechanisms generally differ-

entiates the Consortium from NAIEC.

During 1980-1981 twenty-four councils participated in the Consortiu;.
Full membership in the Consortium is restricted to councils ;ather than
individuals. To qualify’ for m%Qbership councils must be orgénized with a
governing board, have by-laws or other operating documents, and have an

active agenda of projects. Individuals and other organizations may join as

associate members.

H




. The member councils included the same diversity of geographic character-
. —~
istics and types of councils as found in the earlier Consortium Project.
Some of.the councils participating in NWEC also belong the NAIEC. As an
organization, NﬁEC stresses its cirmit nt to local self-deﬁermi;ation of

an organizational design and 3n agenda appropriate to each community's needs

and priorities. All councils have a general mission to improve the ways
young people are preparéd for the transition from education to work.

The consortium is governed by an executive committee elected by represen-
tatives of the member councils, The committee cénsists of a president,
vice-president, secretary, tre;surer, three members at large and the past
president. In actual practice the NWEC officers and the designated council
represegiitives to the Consortium (with occasional,exceptions) have been
the staff directors of the local councils.

Administrativeiy the Consortium is directed by membérs of the executive
comnittee working out of their local coupcil offices. Staff support for
the Consortium, includingﬁbﬁé%ication of the newsletter and.bulletin, is
provided by the staff Bf the Natioqal Institute for Work and Learning™ in
Washington, D.C. The -Institute also has assisted the Consortium to develop
and demoéstrate innovative projects such as the Career Passport Project
funded by the U.S. Department of Labor in three council communities and L.

the Collaboration for Adult Learmers Project funded by the Kellogg Foundation

in five council communities.

Other National Interests in Local Collaborative Councils

Many educatizﬁ interest groups have shown stroné interest in the
concep ollaboration between the education, business, and labor sectors.
Career educatidM advocates have identified themselves particularly closely
with the concepts and practices of collaborative councils (Hoyt, 1976; Hoyt,
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1979). Advocates of vocational, coopefative, community, and adult education
(and others) have each sought to use various mechanisms (e.g. advisory councils,
course curricula, special projects, conferences) to create linkages with
employers and unions.

But none of the rfational associations representing the professional
interests of vocational, career, adult, community or other specialized educa-
tional fields can be said to represent the independent local collaborative
councils reviewed by this project. On the other hand, individual examples of
local councils created through the leadership of one or another type of
educational specialist can be found. And certain career, vocational, or other
advisory councils have developed in various placés into collaboragive councils.
But on the whole, local industry-education-labor collaborative councils have -
been too few in‘ﬁumber and too individualized in interests and resources to
gain the attention of national education assoclations. This situation could
change with the growing attention to public-privaté'partnerships. But it is
unlikely thaf national legislation or resources such as have been allocated to
Private Industry Councils‘and, to a far lesser degree, State Advisory‘Councils
on Vocational Education will provide incentives for this interest. If the
connections to national education professional associations are to develop,
this must occur from the grassroots up and without substantial resources. —

The National Association of Brivate Industry Councils (NAPICi, formed in
1979, is roughly comparable to NAIEC and NWEC insofar as the.;trengthening of
private involvement through local collaborative councils is a central interest
to all three organizations. /But NAPIC differs substantially from both NWEC
and NAIEC in that linkages to education are of secondary interesé to EX?IC

i

members, whose primary concern is with local implementation of federal
3

employment and training legislation. In some communities, overlapping membership
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and coordinated projects have linked the activities of PICs and industry-
education-labor councils. At the national level, however, contacts between

*

NAPIC and both NAIEC and NWEC haue been rare.

Federal and State Coordinators for Industry-Education-Labor

In November 1971, the U.S. Commissioner of Education (USOE) established
a new position of federal coordinator for' Industry-Education-Labor. The

purpose of the new position was:

++.to provide leadership in stimulating and coordinating collabora-

tive relationships between the business and industrial community,

the labor force, government at all levels, and the schools; to

serve as a clearinghouse of information on ways in which industrial

and labof resources may be applied more effectively to meet educa-

tional needs; and to coordinate USOE activities to stimulate closer

ties among the schools and the employers (Mendez, 1979).

The position was’created at the same time that then Commissioner
Sidney Marland was introducing E;ograms and demonstration projects to give
shape togthe new concept of career educatign. This active and top level
leadership in creating new ‘interest in and jechanisms for collaborative
relationships helped to build momentum for fhe activities of the federal
coordinator.s

One of the first actions of the coordinator was to identify an I-E-L
coordinator in each of USOE's ten regional offices and each of the fifty
states (typically the state coordinator waswchosen from the ranks of
professional staff in the state department of education). Coordinators v

LY +
also were named in the District of Columbia, Puerto Rico, and the Trust
Territories, less the Virgin Islands.
Without any formal federal policy, program, or funding, the functioning

of these coordinators depended lérgely on the personal intérest and abilities

of individual coordinators. For three years-—from 1971 through 1974--the
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federal coordinator was able to nurture these state and regional coordinators
into something of a ngtwork. The principle means available was a series

of meetings around e nation at which these coordinators and counterparts
from business, industry}ﬁfgg labor would discuss strategies to encourage
comnunities to work out uniéﬁé\}ocal solutions to mutually identified

needs anglproblems.

The October 1974 "Progress Repakg“ prepared by the federal coordinator

s

A\
{Mendez, 1974) provides evidence of suB§tantial progress within the limited

)
'

resources available. While working to s%imulate the attention of the state

1)

and regional I-E~L coordinators, the fedegal coordinator placed equal emphasis

on obtaining support for USOE's I-E-L concépt from key national business,
industry, labor, and educational organizati&ns. The 1974 report is in

effect a-catalog of discussions, organizatio

‘

nal policy statements, 4nd

diverse action projects initiated across the hation.

t
3
. ~

Much of this activity reflected the fermeﬁting of the career education
concepts advocated by Dr. Marlanh and others. Clear too is that some of
the regional and state coordinators in fact had taken great personal interest
in their new responsibilities. The activities of I-E-Lfcqordinators in
almost half the states merited some degree of special mention. Many diverse
types of partnership arrangements ;;e noted.

Facilitating the formation of' local Indhstry-Educatfon-Labor Councils .
was seen as an important part of the coordinator role. New councils in ]
Buffalo, New York; East Peoria, Illinois; Alma, Michigan; and Flint, Michigan,
are éescribed in detail. (Three participated three years later in the
Work-Education Consortium Project.) Also described is the apparent enthusiasm
6f national groups: the Chamber of Commerce, the International Brotherhood
of Teamsters, the Education Commission of the States, the Council of Chief

’ ST
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State School Officers, the National Advisory Council on Vocational Education,

the National Restaurant Association, the California Industry-Education
“: ~

1

Council, and the National Association for Industry-Education Cooperation
4

(itself just recently reorganized) . %he interests and activities of these

4 .
organizations in vocational and career!education, the creation of task

-,

forces, steering committees, and commuﬂgty level action is reported. The

tone of the "Progress Report' is one of§§nowballing interest in '"the I-E-L
y

action concept." ¢

- ¢

= 3

¥ -
By 1980 the position of the federal épordinator had changed considerably
M
as had the functioning of the state and reéional coordinators. From being

.a largely catalytic, marketing poéition witH no programmatic funds or

emphasis, the role had diminished into a pri

Career education, supported with legislation

rily internal planning function.

Pl

ind institutionalized with its

industry, business, labor, and general communitylinvolvement in educational
matters. Local vocational education advisory com%ittees were now maridated .
by legislation. The intended connectiom between»a»broadly conceived
approach to I~-E~L cpllaboration and more specialize&%vocational skild
programs was separated at the federal level. %

Substantial progress by 197& in legislation and‘funding both careér
and vocational education programs acted to undermine the role of the I-E-L
coordinator. Within another two fears substantial federal monies and new
programs for youth employment initiatives through local and state governments
would divegt energies and attention in ways that an unfunded, catalytic

position could not begin to manage. The 1978 reorganization of the Office

of Education sharply reduced the capabilities of the DHEW regional offices.

120
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Even so, lists of regional and state I-E-L coordinators were maintained.

[4

Meanwhile at the regional and state level, reductions in resources for °
the I-E-L function and the additioh of other required and discretionary
functions had undermined the meaningfulness of the coordinator position in

all but a few states.

with the assistance of the federal coordinator for I-E-L, surveyed nine of

. the ten ED (then HEW) regional I-E-L coordinators. The findings were

N

During mid-1980, the Industry-Education-Labor Collaboration Project,
consistent with the federal coordinator's 1979 view that "a surge of events
has forced USOE to shift priorities.” Is effect, a "network" of regional

and state I-E-L coordinators existed only on paper. .

There were no formal position descriptions, although several coordinators

had brief, self-defined senses of the I-E-L coordinator rolf. The regional

-

[N g

coordinators perceived that role as a very low (less than one day per month)
or low (less than one day per week) responsibility.

One regional coordin;tor observed that the 1978 reorganization and
recentralization of DHEW staff had elimiﬂated all regional capability to
perform any I-E-L coordination resppnsibiiities. Suggested remedies were to
include I-E-L responsibiiities as a formal element of the regional office

work plan and to provide funds enabling the performance of those responsi-

bilities.

In sum, the combination of a ldck of formal\ygig plan, the lack_of
resourcés, the burden of many other higher priority responsibilities,rand’
the lack of sustaineé guidance from the Department had resulted over time

s
in the perfunctory passing of the 1-E-L regional coordinator title from head

to head. Those few cqordinators who showed awareness of the role identified

-
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its r§§ponsibilities with improving inter-sector communications on vocational
and caree£ eduéation pPrograms. émong all.ten coordinators, only one could
'iaentify‘a si;gle local collaborative ébuncil. Tyo others 1ndicated'that

the State Advisorx Councils on Vocat;ohal Educatioﬁ were résponsible for

all I-E-L activities in their regions and several were aware of an effective
state I-E-L coordinator.

The project staff also attempted to contact informally I-E-L coordinators
iﬁ states des;gnatgd as once active by the federal coo;dinator. Among the
twenty-one stages contacted only six appeared to have active coordinators.

In only two of these wgre the coordinators involved with and knowledgeable

1

about local collaborative councils. Other active coordinators were involved
with a variety of interests: programs for high technology industry, youth
job placement and entrepreneurship, c;reer guidance centers, industry-school
energy-related programs, and business-industry resource Hirecpories. Thus

P even when active state I-E-L,coordina‘ors could be identified, the profile .
of coordinator activities--however useful in their own ways--reveals no
common format or program, only a common intent to connect the private sgector

" (primarily business and industry) with schools.

The evidence strongly suggests that the federal I-E-L coordinator
initiative as presently structured is not an gffective network. Some evidence
in the 1974 reports of the federal coordinator indicates that the coq;dinator

,network concept did show promise at one time. The performance of the former
New York State ;oordinator provides further evidence that jthe role can be
,/_\~ﬁsed effectively by the right person in the right place as a means to facilitate

the formation of local councils.

AY

But the larger story is told in the numbers of states which have created
\

other ps®itions to deal with the needs of industry. Of particular significance
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are state efforts to link vocational educatiom directly to economic development
activities (Tuttle and Wall, 1978). The growth of industry services offices
to developed tailored skill training programs in skills centers and community \
colleges has received far more attention from state departments than hgs been '
given to the more fragmented, less clearly defined role of an I-E-L coordinator. ‘
Similarly, aided by the Career Education Incentive Act and by the popularity . %
of career educagign as a concept embracing career information, exploration, ‘
and exferiencef/a;ny states have also se7ﬁ'career education coordinators as
another key component of their strategy to better connect education with
work institutions.

In this context it is clear that the state I-E-L coordinators cannot

N .

sérve as a useful national network for local collaboration at this time.
Nor is it likely that while resources for state e@ucation agencies are being L

reduced, that the network could be revived by developing a less fragmented,

more narrowly focused definition of the state coordinator role.

Interactions Among National Education, Business, and Labor Organizations

During the course of the project NIWL contacted senior staff of a large
number of nat}onal organizations représenting various segﬁents of the education,
business, and labor sectors. Informal interviews were conducted with repre-’
sentatives of.four education associations, four business groups, and fou?
mgaor unions. Reports and position papers and informal conversatigns resulted
in a substantial amount of information regarding the views of these and other
organizations. ‘

The range of national, state, and local organizations’involved in
collaborative education-work efforts is quite wide. Whether or not collabora—J\
tion is a ?&Pscious organizational priority, nearly every group contacted by

| .
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NIWL staff for this study is involved in at'least one form of intra- or .

intersector linkage, and often several.
¥

; .
What types of collaborative activities are these groups involved in?

Do they generally work within their own sector or do they also form linkages

across sectors?

&

Amoﬁg education asgociations, the degree of collaboration.yaries sub-

stantially. For examﬁle:

® One group representing school administrators routinely works with
other education groups, business, labor, foundations, community
groups, and government on a variety of education -and youth-related
issues. Linkages, particularly with other education groups, are
essential for advancing specific causes and legislation because,
as one representative explained, "we can't go it alone.”

g

® Typical of most education groups, another associatiod works mainly
with other education groups, though it would like to work more
closely with business and industry.

7
e The Consorﬁiﬁm on Education for Employment brings together five
major education groups and two state government associations in
a first attempt to give public sector state organizations a
common basis for action on issues affecting education~employment
’ linkings with the private sgector.

Collaboration between educators and business is much in evidence.

throughout the local constitpencies of many education associations.
_— N
® One association is primari accfgditing Qrganization wh;Eh ./
acts as an intermediary between local industry and the post—
secondary trade and technical schools which make up the member-
ship. Industry provides experts who assist in the association's
quality control work. . \ .

® At the local lével, members of one association of .mid-level :
administrators work closely on curricular issues with business
and career and vocational education programs. At the national
level, the association collaborates primarily with other education -

groups, especially those responmsible for school governance issues.
, .

A very limited sample of buginess gfbups yilelds reports of few collabora-

tive efonts._ Lo C ’ . . ’
. One: of the leading organizations tepresenting chief executive
officers reports few ties or cooperative efforts with other
oyganizations, though 1t occasionally works on_issues with other °
; , :

lf)r) N 1
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- major business groups. It has almost no contact whatsoever with
secondary education groups.

e According to another organization, it does not often work on
education-work issues with other groups, whether industry,
education, or labor. Recently, however, it and other business
associntions have been part of a coalition organized to study
thé vocational education reauthorizationm. ’

e Another leading business group representing a broad cross-section
of local business leadership has for some years sponsored a 4
clearinghouse on economic education materials ®nd related resources.
Allied to this effort the association also has an active committee
reviewing education, employment, and training policies. Interest
in providing leadership for human resource policy making 1s moving
this association toward more frequent, even routine, contacts
with ,education associations. )

e Representatives of national business groups are appointed from
time to time to national advisory councils to the U.S. Department
of Education . T

Trade assoclations reported a high level of involvement in industry-

education matters by the local corporate members of their assoclations. But

the education staff of these associations reported only limited contact with
nationai-educatiqp associations andAnone ;t all with their labor,union counter-
1
parts. Many such assoc%ag;on staff reported'that their role was limited by
: |
the desire of member firms to conduct educational outreach efforts of their

own, leaving national association staff unauthorized to initiate collaborative
efforts at the national level.-—— »

. e The education departménts gf trade associations typically prepare
educational materials about théirnindustries. These materials are

. made available to local schools for classroom use. Materials may
be sent directly by mass mailing, on individual request, or more
typically by member firms as part of their community relations
efforts locally.

e Some trade associations--the steel and insurance industries Hre good
examples--sponsor programs at colleges and universities at which
faculty and students can ipteract with industry executives in
a seminar format. These open-ended, intellectually challenging
s meetings are two-way streets: providing the industry with !
v insight into current attitudes on campus and contact with possible
management candidates, and giving students and faculty opportunities N
- to understand,contemporary industry methods and perspectives.

A b ¥
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Conversations with labor union representatives suggested a quickly

growing interest in collaboration on education issues,. particularly with

L3

other unions and with education groups.

e’ The fact that teacher and faculty unions link the education and
labor sectors has resulted in some collaboration at the national —
level. For example, the American Federation of Teachers and the
National Education Association, as well as the AFL-CIO and other
unions participate in the Committee for Full Funding .of Education
Programs. The AFT and NEA have also participated in the National
Coalition for Parent Involvement in Education.

e The AFL-CIO Education Department publishes a periodic newsletter
and conducts an annual conference, both aimed at informing labor
unions about educational news and at creating linkages between
educators and unions.

e Other contacts have developed through such intermittent initiatives
as the Service Center for Community Colleges-Labor Union Coopera-
tive which was operated as a project of the American Association of
Community and Junior Colleges. Several national union groups have
worked with higher education organizations through demonstration -
projects sponsored by the Fund for the Improvement of Postsecondary
Education.

® Representatives of organized labor are appointed from time to
time to national advisory councils to the U.S. Department of

Education.
» - \,
® Several unions are involved in organizing the "To Educate the .

People Consortium," a coalition of unioms, colleges, and public
broadcasters designed to promote worker access to higher education.
e Apprenticeship programs are one area where collaboration between
labor and management has a long and fruitful history, with federal
authority and assistance dating from the National Apprenticeship
Act of 1937. In 1979, of the 50,704 registered apprenticeship
programs, over 7,300 were organized jointly by employers and unibns.
These covered approximately two~thirds of the almost 300,000
workers in apprenticeship programs. For those industries where -
employers and unions have signed a trust agreement to create an
apprenticeship and training fund, national joint apprenticeship
and training committees are formed. However actual collaborative
contacts with education institutions occur almost exclusively
at the state and local level.

In balance, while the activities linking labor, education, anq business
" are increasing, they are almost entirely bilateral at the national level.

Yet even the various business—-education and labor-education activities are




relatively few to date, and mostly marginal in.significance unless one
assumes that what exists today is a prelude to more, sustained and substantive
action. “

LA

This discussion of national organizations' involvement in‘industry-
education-labor collaboration suggests several general observations. . First,‘
a discussion must be drawn between those groups for which collaboration is
an inherent part of the functions thé& perform and those for which
collaPoration is an "extra' organizational involvement.

Second, for the majority of organizations surve;;d, collaboration
represents a decision to pursue e#tra—organizational involvements because
doing so will enhance achievement of the organization's goals. Thus, it
appears that usually groups are motivated by a particular issue or spe;ific
legislative initiative to form linkages with ot;er groups with the same or
similar concerns. This issue-oriented approach is in contrast to the
approach taken by local communities‘;hich promote the collaborative process
as a multi-issue, sustained activity in a collaborative council.

Finally, it appears that intrasector collaboration is more common than
intér—sector linkages, though both are certainly evident ﬁﬁom the interviews.

___~__,,zég most common forﬁ of intersector linkage appears to be between businessy
and education. One education spokesperson explained that "there is a
historic connection between business and the schools. The connection between
educators and labor is more recent, what with growing unionization of school

personnel."” The prevalence of intrasector collaboration is not surprising,

given the fact of similarity of interests as a motivating factor.

Organizational Perspectives on Collaboration

Organizations were asked what they perceived as bakriers to collaboration

and how they felt the collaborative process could best work.

13¢
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It is interesting to note that the barriers to collaboration cited b§

different organizations were remarkably similar. , Repeatedly, the following

[ Lack of trust and understanding between sectors.

® Turf issues and conflicting institutional agendas and perspec-

conditions were reported as barriers: ‘. 1
‘ tives . ' 1

® Ldck of sufficient time, staff, and financial resources to fully |
address collaborative issues. ;
As one union spdkesperson explained his organization's stance v%s'a
F ~-
vis collaboration:
There is an ongoing tension between our philosophical belief
in the collaborative idea, as well as our awareness of the

benefits it would yield, and our orggnizational priorities based
on limited staff and resources.

An educational association representative described the problems and potential

of collaboration as follows:

|
|
|
l
|
1
The concept of collaborative efforts 1s good, but they run into |
 problems because no one wants to give up power. TIt's not a:
model that works; it's the people that make up the model....But
collaboration will become more important in the future, because
as budgets and staff shrink, people will need to pull together and )
pool their resources. What people need to do is to look for the
things upon which they can agree. i
l
|
|

v

The above statement suggests that thé same thing which acts initially as a
deterrent to collaborétion-Lshrinking resources~-is what will make collabora;
tion that much more important in the future. . \~

How can th;>collaborative process be enhanced? Should the impetus be ‘

from the federal government or from local communities? '

The most common .theme emerging from the interviews in fesponse to these

<
) r |

queries is thaé local planning,’involvement, and accountability is key to

making collaboration happen, but that the federal government should be
'

|
involved in facilitating the process. The facilitation could happen through

initiating programs and demonstration projects, providing funding or other

-
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incentives, coordin;;ing efforts,ﬁénd reducing bureaucracy.

Overall, interviewees had a sense of the practical and philosophical
Sen;fits of collaboration, along éith a realistic appraisal of the diffi-
culties involved in achieving it.

At the time these interviews were conducted during late 1980 and early
1981, almost none of the pgfsons interviewed from national organizations d\af
directly aware of involvement by éheir local members in local'cgllaborative

councils. Thése interviews revealed a high degree of recognition éhat thg

I's

national organizations themselves had as yet not discovered a formula or
approach which met that need. Moreover, the burden of representing'specific
constituencies at the national level seemed to mean that limitea financial,

staff, and political resources could not be éllocated to that purpose.

Conclusion
. z
The net result of this discussion can be summarized in three points:

e Decisions regarding whether or not to initiate collaborative
councils and other collaborative mechanisms or projects are local
and state level decisions. These ideas, competing with other .
ideas for scarce resources, are best served by accurate informa-
tion so that decisions can be accurately adjusted to the mix of
problems, priorities, and local willingness to "{nvest" in a
specific course of action. Therefore, the prime purpose of $
improving networking ought to be to improve the flow of accurate
information about councils and their potential and appropriate
contributions to resolving community problems. At most, the role
of the federal government should be to assure that information
is available regarding the scope and quality of collaborative
councils, partnerships and similar mechanisms. |

e To the extent that existing collaborative council staff and

members need the advice, insights, and moral support of other
councils, these supports are best provided through the voluntary
state and national membership organizations organized for that
"purpose. The ebbing and flowing of these associations should be
directly in proportion to the benefits that they provide to their
members. Of course, there may be times when ? spgcial interest

of a.federal or state government agency, or oL a private sector
business, union, or foundation coincides with the mission of one

of these associations. of persons and councils interested in improved

B -
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collaboration at the local level. S8pecific information dissemi-
nation or demonstration projects clearly are justified on a case
by case basis. «

e The encouragement of industryreducation-labor_collaborat}on is a
legitimate policy for the federal governmenf as it is also a
legitimate policy for the industry, education, and labor sectors
themseélves. The extent of encouragement will vary, of course,
with the expectations of benefits accruing to each sector and to
society as a whole. Each decision about how to implement a policy

of encouragement carries with it a set of responsibilities and
costs.

4

For example, the fnitial decision to establish a federal cbordinator for
industry-education-labor was implemented at a very modest cost (one sgtaff
position, secretarial support, and some travel and conference costs) to

achieve objectives of concept popularization and activity stimulation. That
\ .

low-cost effort created, however, expectations among regional and state
. ) '3

coordinators and, presumably, among the many businesses, labor unions, and

.

. v
national associations contacted the expectation that the federal government

(C
intended to back up its advocacy of a general idea with more specific

>
documentation and assistance.
Actions speak louder than words. If the state or federal governments,
or business leaders, or labor leaders, or education leaders, or others are

going to encoufage industry-education-labor collaboration, then each is

obliged to back those words with a thoughtful program of responsibilities

and actions. Providing accurate and thorough information is a responsibility .

particu}arly appropriate for the federal government. Developing and imple- .
menting specific services is an area of responsibility particularly appro-
priate to the direct'pa;tners in collaboration. Government cannot enforce
collaborattion.

The unique strength of the collaborative council is that it provides
a forh&cghere the commitments of the sectors can be put to the test. The

councils themselves are only as strong as the seriousness of that commitment
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‘Likewise, a network of councils wifl only be as strong as the commitments

made by the councils themselves. Financial support of national organization

activities may aid the dissemination of cound&dl practices in thersh?rt run
but would result in a top-heavy structure if not
as are most membership organizations: by the members themselves through
dues and services.

State educatidﬁuaepartment leadership in developing local collaborative

uncils will only occur under current conditions if the chief state school

(::ficer is persuaded to place council development on the department's
priority agenda. That decision is only likely to occur if the department,
laeders are persuaded that local councils offer the opportunity to connect at
the community level the ideas and resources now identified separately as
vocational educatiod: basic skills, career education, and job placement into
an economic development-caf%er development continuum. (See Chapter VI for

further anal‘sis.)
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CHAPTER V \\.

ASSESSING THE IMPACTS OF COLLABORATIVE COUNCILS

originally, the American Institutes f9r Research aimed in this chaptér to
do two things: {lsiassess the impact of I-E-L councils on the climate for
collaborative activities in their communities; and (2) assess the degree to \
which I-E-L efforts improved access to high quality vocational;education
programs, especially for special needs groups such as womeﬁ, minorities,
disadvantagéd,'and early school leavers. As a result of early aﬁalysis of the
information needs of the Department of Education<§EDQ: AIR added efforts to
investigate the relationships between collaborative I-ﬁ-L councils and other
types of multisector councils, generally those mandated by vocational edacation,

CETA, and economic development legislation.

On-site interviews were conducted at five sites: Boston, Massachusetts;
Niagara Falls and Erie County, New York; Erie, Pennsylvania; Akron, Ohio; and
Contra Costa County, California. Based on earlier project efforts, these sites
were chosen by NIWL as those that most clearly represented the collaborative
concept in action--that is, sites whose councils:

e were essentially self-organized and responsible for their own
continuity;

o were performance-oriented as either project operators, brokers,
or both, as opposed to strictly advisory; and :

e represented at least two, and preferably more, community
sectors, such as education, business/industry, labor; govern- -
ment, and youth service institutions, as equal partners .
(i.e., these representatives and their institutions share
responsibility for implementing the council's action agenda).

Each site was visited for two to four days, and semi-structured inter~-
views were conducted with key members and staff of She I-E-L council and

other area councils. (As it turned out, only .four sites actually had I-E-L
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councils in operation; Akron had only well-developed informal relationships

among members of the several sectors.) A detailed site visit report on each

of the five sites was prepared by the AIR staff. The reports provide informa7

tion on all of the major variables postulated as constituting or affecting
I-E-L council impact. »These variables were described in AIR's first major

report under this contract, Design for the Impact Assessment of Industry-

Education-Labor (I-E-L) Councils (Rossi, 1980).
- [

Hypothesized Impact Models

.
»

AIR's first task was to propose cause-effect models that illustrate
graphically the presumed logic whereby I-E-L councils can achieve impact.
In this context, impﬁtt was defined as changes in:

®  I-E-L council participants themselves

® agencies represented on I-E-L councils

® agencies not represented on I-E-L councils

o Yyouths and other popula{ions with employment and training needs

® the general public

‘\\“\\\figUre V-1 displays the first such model prepared by AIR prior to its
s{te visits: it represents’a hypothesized council that is organized for‘the
purpose of planning and then conﬁucting activities designed’to improve
services for youth. The major ;reas of hypothesized impact are represented
in heavy boxes.

As a result of the site visits, it became apparent that none of the four
I-E-L councils visited by AIR was accurately represented by the generalized
model -in Figure V-1. Most councils came into existence because of particular
perceived needs and the action of one concerned agency. In some cases, the

K]
planning and conduct of activities aimed at meeting the perceived needs
w
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preceded the formation of the collaborative council. Indeed, these cases

appeared to represent the most action-oriented councils and those most conducive

to measurable impact on client populations. The individual site reports contain

specific models for each of the four sites where identifiable éollaborative

I-E-L councils existed.
e/

_The I-E-L Collaborative Councils'in Operation
t -, -

~

Erie City.;nd County, Pennsylvania

Industry and education had built a strong relationship in the Erie
area well before the forming of the I-E~L council, the Education-Work Council
of Erie City and County, in 1976. This relationship grew out of shortages of
skilled labor in the awea and the difficulty of importing trained workers
from other regions. The council was originally funded by the Department of
Labor as part of NIWL's Education-Work Project initiative. Its chief strength
is its Executive ?ipector, whose drive to achieve council goals and whose
active membership on all other relevant councils in the area make him an
extremely effective leader.

The primary activities of this I-E~L council are: “(1) research  and

« publications; (2) technical assistance activities and workshops; (3) support

for other local councils; and (4) proposal. development for youth-serving
agencies and inbfzzhtions. Its purposes are to promote collabo;étion, act as
a broker between other organizations, and serve as a resource for other
youth-serving agencies. This facilitative/coordinative role guides all council
projects and is carried out prim;;ily by the Executive Director, working
independently or in cooperation with individual c?uncil members. The role of
the council itself is largely to discuss needs, suggest ideas, and approve

projects proposed by the Executive Director. Though the council has two

representatives of organized labor, their participation is not extensive.

be! )



. . )
Other councils play a significant role in Erie City and County. The
Erie County Technical School General Ad%isory Board (the county vocational
education édvisory body) is particularly strong in bringing together education:

I

industry, labor, CBOs, and government. Iti rqle as program and curriculum .
ainsor to the secondary-level technical school an& the adult leveI/skilis
center gives it a focus that is demonstrably importgnt'to all sectors.’

The City a;d County CETA councils are ad&isory in nature and do'not
operate programs. The Private Industry Council (PI&) develops and dﬁerates

programs, but has not been active long enough to have much impact and has no

plans to offer services specifically for youths.

- Contra Costa County, California’ * ‘ )
The I-E-L council in Contra Costa County, the Industyy Education i
Council of East Contra Costa County, arose for different re;sons in a different
context. Rather than labor shortages, its immediate area is experiencing loss
of jobs in heavy industry. Though some cooperation between education and
industry existed, the impetus for council formation was an agr;ement between
t%\ Pitts%urg (California) Unified School District_and the statewide Industry
Education Council of California. The statewide body provided leadership in
&eveloping the idea, proposal writing expertise; and ;taff for the project. Iq
the first project and several subsequent effortg, the statewide body has been‘
the\grantee for state and federal awards to the local council. It has aiso
obtained CETA funds. The experience of success in the first effort was the
basis for the incorporation of the I-E-L councdl in 1978 and its purSuit of
independent‘funding ideas. The council is now strongly supported by most major .

area industries and the four school districts in the regions. Labor participa-

tion is not extensive.
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In contrast to.the Erie City and County I-E-L council, Contra Costa
Count¥'s council ig pProject-oriented. Itqlprojects deal w%th careers and in-
class experiences for handicapped youth, business panels'’ p;esentations for all
high school youth, and economic education. Its board is a regular source of
ideas and support, and its staff works to marshall the resources of other agencies
\ and businesses as well as those on ;he council. The staff does not play the
N nent role played by the Erie City and Caunty I-E—i council Executive
Director), however, «
The two other major area coungils are the CETA council and the PIC. The
CETA council is officially an advisory body, but plays a fairly large role in
selecting and evaluating CETA contractors. It is currently making efforts to
focus on women and the handicapped in upcoming programs. It was unique in this
study in_ﬁaving an active labor repreéentative, who served as council president.
The PIC has already established several small, carefully targeted training ’

programs, and 1is viewed as’very promising by its members. It includes Asians

among its high-priority target groups, though not_ specifically youths.

Boston, Massachusetts

This I-E~L council in Boston, the Tri-Lateral Council for Quality

Echation, Inc., was formed i; 1974 in anticipation of a federal court order
o deseg;egate the Boston public schools. It was formed by tpe Greater Boston
Chamber of Cammerce, NAB, and the Boston School Department. Its funds came
from corporate membership dues, founddation grants, state desegregation money,”
ané state vocational education money. It has also obtaiged CETA (YEDPA)
monies through Youthwork, Inc.

' Like the Contra Costa County council, the Boston I-E-L council is'p;pject-

oriented. Its overall goal is to mobilize busimess and community resources to

improve educational quality. Its major activities are a partners@ip program

Q N .
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between local schools and major corporations, the development or career-

related ﬁrograms and materials, and a career development skills program for
students. These efforts may be better described as cooperative rather than
collaborative, since the battle-scarred Boston schools appear to have become
more the recipient of council services than a partner in the programs. The
council's most collaborative effort to date has been the recent establishment

of a broadly representative advisory committee for the new Hubert H. Humphrey

Occupational Resource Center. As in the other I-E-L councils, labor participa-

-,

tion is not extensive.

The CETA council in Boston has very little role in CETA programs, leaving
that to the staff, who are employees of the city government. The PIC is more

\

active. Like the I-E-L council, it has helped set up advisory groups for the
Humphrey Occépational Resource Center. The planning &f the Center has-given
the PIC an ogvious initial role. This role has attracted senior business
executives to the PIC, lending it further influence and credibility. it has
also established training programs and published several documents for employers

3
and job seekers.

" Buffalo and Erie County, New York

The Buffalo and Erie County I-E-L council, the Niagara Frontier

Industry Education Council, is the only truly self-initiated council AIR visited.

'It was created in 1973 by the Buffalo Chamber of Commerce and educators to
promote the exchange of information betwéen iﬁ/;stry and education. As in the
Pther sites, labor participation is not extensive.

Since its creq&ion, the I-E-L council's focus has been on the Erie County

suburbs rather than the C%}y of Buffalo. This is partly because of its strong

ties to theé Erie County BOCES program, of which the council s Executive Diyector

{; a st aff member. Its funds come primarily from membership dues. Its role ig

\
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as catalyst for and broker among industry and education to promote development

ofijoint programs. It also gathers occupational information for students,

develops course materials for teachers and administrators about the world of

work, and coordinates job shadowing programs, career days, and teacher/industyy .

exchange programs. .
The city and county CETA councils have some overlap in membership and‘

have the same chairman. They are more active than the Boston CETA couﬁéii,

although they ;re_got involved in initiating program ideas. The city and county \

occupational education advisory groups are both stricFly advisory. The PIC is

the only mandated council in the area that spans both the city and cougéi. fhis

decision was a deliberate effort to avoid the "turf" problems that plagué other

councils, but to,date it seems only to have slowed down initial project efforts.

.

Akron, Ohio
No true collaborative council exists ip Akron. Instead, the Akron

Public Schools Career Education Program staff is the hub of a well developed
set of bilateral cooperative relationships between business, industry, labor,
and education. The relationships between business/industry and the schools
are extremely long-standing, dating back officially to 1946. Activities are
funded by a variety of sources, governmental and private, and labor plays a
larger role than in any other site. This is partially due to the fact that
the very active career education program leadership initiated separate efforts
to establish a labor-education relationship when labor representatives
expressed reluctance to become involved in business/iﬁdustr&-dominated
cooperative activities.

The Akron Career Development Program is a nath?nally recognized exemplary
effort. The program's director has exercised effective leadership in working

with other organizations to sponsor projects for students in the Akron schools.

I Y ,
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For example, a Youth Motivation Task Force program, sponsored by NAB, brings

- N

business people into Akroﬁ—schools; a Project Business 1s operated by'Junior
Achievement; a Job Rea&iness Program %s sponsored b}‘the local American
Society for Personnel Administration chapter; and a large program of community
resource speakers and field trip sites throughout Akron 1is Eoordiﬁhcg? through
the éareer Education Program for most of the district's elementary and secondary
schools. ‘

Other area councils are sim%lar in function to those in other sites. The
CETA council is advisory, although it is a strong and active council. The PIC
is young and still oriented primarily to short-term projects rather than
collaboration with other sectors. The vocational education and career education
advisory council has broad representation and is active in providing information

> .

to the schools, but is not a decision making body.

!

Akron's bilateral relationships have proven very effective at meeting the

needs of the education sector. Yet Akron interviewees felt much could be

”~

gained by a truly collaborative mechanism that could coordinate the needs of

»

all sectors.

Common Characteristics

»

Several common features characterize the four I-E-L councils and

also the Akron site; many were also identified by Prager et al. (1980).
o Educators formed the largest block of members, followed by \\\
business, with other types of organizations in the minority.

e Business representatives were usually from large companies.

e Linkages between the councils and other organizations with whom
they might have worked, particularly CETA advisory Founcils, were
often weak.

e Activities and focus of the councils varied, but all could be
characterized as marshalling existing resources more effectively
to meet strongly perceived local needs.
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0f the four I-E-L collaborative councils AIR visited for this study, two

identified themselves as facilitators and two as program implementors. No

council was primarily of the project demonstrator type, though a successful

OQutcomes of I-E-L Council Efforts for Students ‘
|
l
1
project in Contra Costa County had been turned over to the district staff to |
continue, |
Jhe measurability of outcomes of council efforts depended primarily on |
whether the council had a facilitator role or a program implementor role. The
two councils that played a facilitator role, Erie and Buffalo, did not provide
direct services; instead, they attempted to serve as a catalyst in enhancing |
the efforts of other aéencies in the community with direct service provision
roles. As a result, the outcomes of their efforts were difficult to quantify.
Those two councils that identified their roles as program implementors,
Contra Costa County and Boston, were able to quantify the resulqé of many of )
their efforts. For instance, the Boston council career development préject
involved 110 teachers and 6,000 students. In Contra Costa County, 194
handicapped students participated in career exploration experiences and 100
students were reached by business panel preéentations.
No I-E-L council was able to provide specific data on student job
placements, except incidentally. In general, none of the visited councils *
considered stu&ent placement to be a direct intended outcqme of its services.
No council members suggested that any direct contribution to the economic
development of their area had been made.by the council's efforts.
( Primary results of council activities were the development of work
exposure and exploration experience for'vouths and the development of curri-
culum and reseurce materials for classroom use. Three of the four I-E-L

councils had focu%ed at least some of their services on special needs youth,




including women, minorities, the handicapped, or early school leavers. But
only in Contra Costa County, where projects for handicapped students were
primary council efforts, could the numbers of participating special needs
students be provided.

s

Impact of I-E-L Councils on Climate for Collaboration

With respect to I-E-L council impacts, the climate for collaboration in
a community has three components: (1) on the council members and, through
them, the organizations they represent; (2) on organizations not represented

through council membership; and (3) on the general public.

Intra-Council Efforts - . < s

It would seem that, by-definition, the existence of an I-E-L gpungi}
would improve the climate for collaboration among the sectors represented on
the council. }Yet, as reported in Prager et al. (1980), councils can have a
variety of internal problems that work against successful collaboration,
ranging from personality conflicts to disagreements over goals and methods.
Since the councils we visited were selected in part on their record of success,
wé found no major problems. Collaborative activity had increased in each site
" ve visited; and the prospects f/iaiontinued growth, based on the reinforcement

provided by successful experiefices, were good.

Effects on Other Organizations ..

Other organizations that can be affected by coumcil activities include
non-member businesses, labor groups, governmental bodies, CBOs, and youth-
serving agencies, as well as other councils.

The four I-E-L councils AIR visited indicated an improved climate for
collaboration, as evidenced by sustained or increasing membership and increased

involvement .of members in council-sponsored activities. However, this growth

ok 8]
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was confined primarily to business/industry and education groups. The greatest
weakness in mewbership in every council was lack of labor representation; youth-
serving agencies, CBOs, and noneducation governmental bodies were also present
infrequently. Labor representatives who were interviewed generally expressed
the view that councils in their areas were dominated by business/industry
and education interests who were generally unsympathetic to the concerns of
organized }abor.

Inter-council relationships were more complex. Geographical and functional
"turf" considerations played a role in'the é}fectiveness&bf an I-E-L council
in working with CETA, PIC, and vocational education:advi;ory councils. For
exampte, the Erie County, New York, I-E-L council actually had few connections
with councils in Buffalo because it was active with the county vocational
educat ion“advisory council,.which was widely seen by both bodies as a "rival"
to its city counterpart.

In no case was representation of an I-E-L Council on other councils
mandated. However, in several cases an ICE—L council representative was
chosen for a mandated position on another council. And in every site, AIR
found overlapping membership among councils. The effecliveness of inter-
council communication via thes® mechanisms was mixed.//fﬁ,krie City and County,
Pennsylvania, the role of the Executive Director as g member of all area

N

councils made his position as a facilitator of collaboration extremely
’ »

useful. Yet in other sites, overlapping membership led to little or no

.

increase in inter-council collaboration or even to discussion of the possi-
bility. Most interviewees felt that the roles of the different kinds of

councils (I-E-L, CETA, PIC, and vocational education) were different and

that further collaboration among them would not be useful. " Some saw inter-

council collaboratiod or the "umbrella council" idea as merely another

~

bureaucratic layer. -

~

b
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Effects on the General Public

Interviewd from all four councils stated that the general public
had increased its a;:j:;éss of youth school-to-work transition needs, if not

of the council itself, sinée the council was formed. Several cited newspaper
articles, increased requests for information, and increased requests for publi-
cations and:technical assistance. However, often by design, the greatest
visibility has gone to participating organizations rather then the I-E-L
c%uncil itself.

\

A

AN
Essefitial Elements for Productive Change

Each council visited for this project has different strengths and resources
for bringing about productive change. Several successful common elements can

be identified.

Leadership

In each council one person or agency took the Lead in getting the
council formed and an agenda in place. For ex;mple, in the Erie City and County
council, one strong individual is the center of council action. In Contra
Costa County, an individual outside the local setting--the director of the
Industry Education Council of CaYdifornia--provided the sustained suppo}t
needed to turn a éood idea into a successful project and a successful exgerience
forlthg individuals from the varioug sectors. Ip Akron, leadership from the

career education program is essential in building community goodwill into

action to help youth.

A .
Willingness of Individuals in Upper Management Positions to Get Involved

Few council members were corporate CEOs or district superintendents.

But most were only one or two steps removed from these levels; they were indi-

viduals in a position to influence their organization's policies and to commit
{
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resources to council activities. Most individuals interviewed donated up to
a day a month of their time for council activities, and many also donated

clerical and other services, facilities, and supplies. Many also marshalled

AN
volunteers and services for council projects. This support is essential

N

for the success of a non-mandated council.

Broad Base of Financial Support

Every visited council had obtained funds from multiple sources,
*»
including member dues, foundations, and various federal and state departments.

For a non-mandated council, such breadth of support is important, especially

in a period of federal government funding cutbacks.

Successful Action *

. It is .the rare council that can survive for long without successful
s ’ *
action on a project. Even facilitator councils must produce results from

their facilitative endeavors or those of their staff in order to sustain
commitment. Business/industry involvement in particular is likely to lessen
if success is not experienced. Each council visited had an early successful
project that served as a basis for aspirations to expand activities. In some
cases, the successful project actually preceded the planning process for the
overall council agenda. The councils cannot be faulted for this order of

events, because motivation must precede action, and for many communities an

early success experience is essential to provide motivation.

Activity Ideés‘ﬁhst,Reflect Genuine Community Concerns

Good ideas do mot always need to arise spontaneously from the
L)
community. However, a council's agenda must be in tune with real concerns
of the various sectors, or council projects will not.attract support or

clientele. The agendas of the four councils visited were different,
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incorporating various degrees of facilitative and program implementing roles.

But each council's agenda fit its‘community, arising without specific mandate

to address visible needs that were seen as important by all sectors.

-

| Recommendations for the Future . *
| ,

| Modest efforts by federal and state governments to promote and encourage

| .

- zhe formation of collFborative 1 : L councils are warranted, in view of the
beneficial impacts such councilé7i;n produce. While impacts in the form of job
creation and public or private sector’job Placements for youths may not be
impressive, compared to those created by massive infusions of federal funds
through CETA, the results that are achieved are likely to be viewed as top
priority to local residents. Séecial needs populations can and do receive
considerable I-E-L.council attent{ﬁn. Moreover, many of the services provided
througﬁ collaborative council initiatives are rendered at little Or no
expenditure of public tax mon}es. And where government funds are soughtf they
are likely to come froﬁ ;ultiple sources and be mafched by cén;iderabie l;;al \
effort aimed at ensuring their successful investment. Successes, even

relatively small ones, provide motivation for gubsequent community-initiated
R
and organized attempts to diagno8e and solve schoo}»fo~work transition

v’

4
.

problems.
Local collaboration obviously cannot be mandated successfully. Rather,
collaboration, by its very definition, requires subtle encouragement. Such
encouragement can take two forms. For areas where local leadership has
recognized particular problems and has begun efforts to find collaborative
solutions, such as in Boston, the most effective approach will be that which
contri?utes resources for making those initia% efforts successfu}. Depending
. on tHe nature of the problems identified, |such resources may include access
‘to sources of discretionary grants, technical assistance, and/or information

- 1G9 '
ERIC : 147
[AFuiiText provia c / -~




about successful efforts conducted elsewhere.

In areas where local leadership has not coalesced, or possible solutions
’ 3
have not been identified, such as Contra Costa County, the most effective

approach will be that which provides good ideas diréctly and encourages

widespread local participation in their impiementation’ys Variants of this

i
1

approach have been used with considerable'success,ghfoughout the state by the

)

; .

oK) ‘ ‘ ’, ’
Industry Education Council of California (IECC),.Q gtatewide nongovernmental
|‘ l"
council featuring the support of many large corpof@fiohsjand civic organizations.

Government support to an influential,nongovernmentgi intermediary such as IECC
B S
is likely to be more successful than direct attempts @ﬁﬁgovernment intervention.

In the coming decade of reduced’éxpectations for' federal government
%
involvement and funding, with probably exascerbation of youth transition

problems, spending small amounts to,gncourage and équort I-E-L councils
. )

v

- R

A
4

‘. .‘ ‘.,a.‘ . . - - .~ N 1
- ’ *®

appears to be a cost effective alterﬁative.

*
.
I
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CHAPTER VI

THE ROLE OF STATES IN I-E-L COLLABORATION

State governments are fast becoming the focal points for planning,
developing, and implementing the n;tion's human resources policies and
programs. Public education, job training and placement, and job development,
all represent significant planks in a state managed platform for human
reso;rces development. R

Tax reform initiatives, by limiting the tax burdens of property owners)
are forcing a transfer of fiscal control from local t¢ state levei. Each new
restriction on property tax assessments transfers power from 1ocal school
boards, and other local government authorities, to governors, staté legis~
latures, and state bureaucracies with constitutional authority to provide
policy direction.

Similarly, for more than a decade, the federal legislative and executive
branches have sought to enhance or delegate to the states decision making
authority on education, training and eébnomic development issues (Wall Street _
Journal, 1981). Federal revenue sharing and decentralized administration
policies are based on the assumption that program priorities and cost controls
are best developed by agencies close to the action.

Thus from two directions--local and federal--governors, state legislators,
and state bureaucracies have been the beneficiaries of increased authogity--
and with it the burden of increased responsibility--for the quélity ;nd cost
effectiveness of a full spectrum of human development programs.

In at least one respect, state government policy makers.are faced with

precisely the same dilemma that has confronted their federal countefparts:

. given the limited resources available and given a history of disappointing
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impact by exclusively public sector education and training programs, how can

the potential value of public resources be maximized through the activation
of support from the private sector? As was the case with the federal govern-
ment, state governments are searching for effectivé mechanisms to engage
private sector int;rest and energies in collaborative'approaches to human
resource development.

The typical federal government response to this dilemma'has taken three
main directions: The appointment of advisory councils (heavily weighted with
industry representatives) that operafe at state and local levels in the case of
vocational, career education and training, minor tax incentives for employer
participation in education cooperatives and CETA work experience programs; and
direct program control by émployers in the c;se of CETAkPrivate Industry
Counélls (PICs). As states attempt to grapple with their incréased authority
and responsibility and, in certain areas, increaséd digcretionary resources,
they have developed their own mechanisms for encouraging gollaﬁorative, multi-
sector solutions to what have been heretofore separate and distinct juris-
dictional areas of reséonsibility. Delaware,'fOT example, has formed a Board
of Directors for its Jobs for Delaware Graduates (JDG) m;de up of presidents
of large corporations, banks, and public utilities. Over lebOO high school
graduates have-been assisted or placed in unsubsidiéed emp loyment opportunities

™
since the initiation of the program a year ago (Jobs for Delaware Graduates,

W e

Inc., 1979).

Rhode Island has established a statewide husiness~labor-government

| .

partnership for the purpose of anticipating and resolvinggproblems in the area

[

of labor-management-government relatiohs (Partnership of Business, Labor, and

L

Government, 1977). Made up of key business and labor representatives in the

state (state agency department heads do not sit on the collaborative council

l

£y
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but do serve on task forces), the council has sought to develop guidelines

for interagency planning covering such topics as the dollar reSources‘ﬁ'eded

by the state's education system if it is to support economic development

programs. ‘ A
Three states~--North Carolina, South éarolina, and CoiOrado——have jofied
forces for the design and implementation of an occupational informatiqn.system
that will identify the occupational information needs of each state, then ‘
design a system to meet those needs (Research Triangle Institute, 1981).
Through a contract with Research Triangle Institute, they are gearing up to
gather and analyze information on job opportunities in sub-state regions in
each.of the three states. The following types of questions will be answered
by means of this eystem: What, types of training need to be Brovided and
when? What resources and equipment are neghed to tool up for the training?
What numbers of trustees can be accommodated?
) The State of Michigan has formed a statewide interagency cdllaborative
band whose purpose it is to encourage the fbrma;ion of regional and local
councils for faci}itating the transi;ion of youth f;om education to work
(National Institute for Work and Learning,‘1981). The Governor of Idaho
has recently authorized as part of his éxecutive,Office, éhe formation of'a
stetewide private industry cpuﬁbil (PIC) to encourage local partnerships
between business and government fon the .purpose of meeting the manpower needs

of state businesses as well as enhancing the economic well being of <the

community (Office of the Governor, Boise, Idaho, 1981). These examples
. . -

.illustrate what can be achieved thrpugh innovative approaches to collaboration.

State Agencies and Services

Despite the fact that the federal govermment in the past has received

the lion's share of.attention of its support of social and economic development
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programs, state and local communities actually administer and are accountable .

for the vast majority of such programs. They educate.our children, look after

the needs of the poof and sick, enforce law and order, and provide or support
transportation systems. They regu}pte public utilities,- supervise the exchange
of property, and oversee worker saﬁéty. Their efforts to provide for sanitatioa,
conservation, hou;ing, ;nd urban development benefit most of us.

Typically, state agencies-:cluster around eight major service areas:
education, transportation, health.é gkaelfare, housing and community development,
business ang iﬂ&ug&ria} development, conservation of natural resources, public

protection, and labor and human relations (Council of State Gove rnments, 1980).

There are, according to the Book of the States, some 37 managerial functions

q

that fell under these and other headings. 1

Of critical importance to the coordination and success of these missions

-

+is the quality of.legdership available in the office bf the governor. A strong
governdr can do much to insure, for example, that the appropriaie state resources
are allocated in support of the creation of employment opportunities. Weak
governors tend to have limited power over local and county govérnment who

often devise their o;n collabo;ative efforts. While it is difficult’ to compare
the power of "weak'" and "strong" governo}s, "to do so, one must examine the

constitutional position of governors, their powers of appointment and removal

¥

over state officials, their ability and inability to succeed themselves, their
powers over the state budget, their legislative influence, their position in

their own party and its pos;t{on in state politics, and their influence over

1 »
*

interest groups angd public opinion in the state" (Dye, 1981)..

A governor's political and administrative power reflects to a large
. [}

extent the constitutional restrictions placed on governors by political

activists of the colonial eTra'who feared excessive influence, ‘The Jacksonian .

Y

'1 (O~ v
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era further contriQPted to this limitation by promoting the notion that the
election of as mang\state gfficials as possible would help to insure public
control over state governments. The growth of merit systems and Civil Service
Review Boards further limited the governor's %pility to make appointments.

Even today many of the mor

important state offices are governed by boards or

comissions whose members are\often appointed by the governor but with the

» ‘

consent of the state senate. nerally speaking, the greater the tenure of

the governor, the fewer the number\of other state officials elected to office.

N

The largFr the number of appointed state agency heads, the greater will be
> .

the overall power of the governor.

\

The most .-important responsibility of the governor and his immediate
staff is the review and approval of budget requests of the state agencies.
While no state monies can be spent without the appraval of the state legis-

lature, the governor as a practical matter exercises a good deal of decision

-

]
making authority over the total amount and line~item allocation of state
agency budgets.

Some’ governors, because of their‘newness to, office, often rely heavily ~

on their more experienced budget staff personnel for recommendations. These
office holders over time become the most influential decision makers in the

state government.

-

"Much of a state's budget (estimated at over 50%) is already éarmarked
A

by state or federal legislative authority. Gasoline taxes, for example, are

s
allocated almost always to highway construction and maintenance. A number
. ' r

. } . -
of state agencies benefit from these indepeqdent sources of income, thereby
- ~

reducing their dependence on the governor's budget office.

Welfare and education programs are the exception. They make up much of
- 7

a state's discretionary budget. Education alone represents one-sixth of all

¥ . -

7
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.
government expenditures in the United States (U.S. Department of Health,
Education, and Welfare, 1979) and substantially more than that when only
state and local budgets are taken into account. In 1980, federal support for

public elementary and secondary education was only 8.5% of the total expen-

diture on education.

.
[ I

The history of federiiisupport for vocational education reveals a gradual
« shift of funding responsibility from the federal government onto the shoulders
of state and local governments. In 1920, the federal government contributed
29% of the, total expenditure while in 1977 it came to only 11% (U.S. Department
of Health, Education, and Welfare, 1979). Even though voc;tional education
has since 1917 received more federal support than other educational sectors,
(giving the State Board of Vocational Education and the State Director a
degree of independence not shared by other segments of the State Department of
Education) its status has changed as federal apprépriations have not kept pace
with the accelerating cost of programs and services. ?pwever, in khose states
« where a "weak”;qovernor presides, the state board of vécatiqnal education and
its related administrative agency has more power than those states where the
governor ha; the right to appoint the chief state school officer under whose

}
control vocational education is often, lodged. |

\ .
s

. o
TraditiQVally, vocational education and human resource development . | |
/ . .
programs more broadly conceived have been the primary responsibility of two

or three state agencies who function independently of each other, each with

-

their own planning arm. A recent study (Hartley, 1973) of state agencies and

\Qg-

. ! [ .
of fices revealed that a majority of states (approximately 82%) were in the
B 4 .
process of separating the planning function under the office of'the“govefnor.

The rationale was to free up the planning agéncy from all of those operating’
‘ \ . <
)‘ agencies who have a-contribution to make to a statewide program of human

\ '
’ )

-
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resource development.but whose predisposition it was t; look only at their
primary ar;; of responsibility. The principal mechanism for achieving this
link has been to establish an interagency or cabinet—ievel task force who has
the power to review bhdgets, establish regulatory and licensing functions, and
appoint oversight committees or coordinating councils.

It should be pointed out that where governors do not exercise, for
constitutional or other reasons, full control over state education budgets,
they are not as likely to support or look to state departments of educationlfor
leadership in state economic development ﬁﬁéﬁers. Such decisions are guided
by political considerations and do not necessarily reflect rational planning
or decision making. In one state, for example, the governor in his ''state of
the state" message strongly endorsed the need for human resgsrce training and
development as one of a number of strategies for encouraging economic growth

in the state. But he did not mention or include vocational education.iﬂ
l) ~

his request to the state legislature for funding because vocational education

!
L]

. \
is not a program under his direct control while non-education training is. The

-

separation of education authority from governors may reduce the. influence of
. i
political partisanship on education affairs, but it also serves to isolate .

edqcatigg;programs from programs requiring cross-agency coordination. :
Turning ou} aétention to ;hq decision ma}ing powers of state agency
heads, five factors are likely to influence t r.ﬁatterqs of decision making.
Q These are: (1) degree of autonomy--are they elected or appointed; to what \
extent are they accountéble'to %edefal or "earmarked" appropriations;

(2) degree of client interest and éhpport—-who are these client groups and

how potent are they politically; (3) sources and degree of fiscal control;

*

(4) level 6f professionalism; and (5) linkages with other state level and ° o, N

federal agencies (Wright, 1976). Wright has observed that the "combination ) ,
P , - * / <
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of these forces produces a rough sea for state agency heads to navigate.

There is no clear policy beacon from which they can say, 'there's the place
from which the policy cues that I take come.' The situation is better compared
to an ocean where there are large numbers. of blinking lighthouses, some of them
blinking 'governor,' and some blinking the 'chairman' of a key legislative
committee, and some signaling a very potent interest group” (Wright, 1976).

As noted earlier, fewer and fewer state agency heads are popularly elected
or headed up by boards or commissions over whom the governor has relatively
little control. The three most commonly elected officials bther than the
governor are the attorney general, the treasurer, and the secretary of state.

7

Many do require that agency heads be approved by legislative comnittees.

‘ L 2

An analysis of recent major constitutional revisions by Dye enabled him
to classify the fifty states according to the appointi&e powers of governors

(see Table VI-1) (Dye, 1981). Thus, in those states where most agency heads

preside at the "pleasure" of the governor, they are under pressure to achieve

whatever their program goals are within the time frame of the governor's tenure.

Most governors enjoy a four-year term of of’e and some are permitted to
succeed themselves indefinitely (19 states fall into this category). However,
four states offer only!two-year terms of office with no yestrictions on re-

election and six states provide four-year terms but specifically prohibit;

consecutive reelection.

>

3y

Middle and lower echelon state agency personnei are more protected in
their jobs beéause of the extension of civil service coverage largely as a
result of the passage of the Social Security Act in 1935 which stipulated
that states participating in naéional grants unde; this law had to imstall
civil service sysfems for their employéé;. Since then civil service coverage

is required of all state agencies’ who receive all or a part of their monies

¢




from federal agencies.

under civil service (Dye, 1981).
'd

In general this means that the more protected

As a result, more than half of all state employees are

civil servant@are less likely to support innovative programs, particularly

those that originate at the 'local level.

Agency heads with a degree of

political awareness whose support is tied to their local clients, are,

correspondingly, more likely to be responsive to suggestions emanating from

those clients.

Thosgﬁagencies that are dependent upon a substantial portion of their

support from federal sources are often forced to exchange autonomy from state

controls for a more restricted set of federally imposed guidelines. Those

agencies who fall inte this category are discovering that they must struggle

with tailoring their programs to fit local needs while complying with federal

Table vI-1.

4

Appointive Powers of Governors
Very strong Strong Moderate Weak Very weak
New York California Arizona Alaska Florida
Massachusetts Colorado Georgia Alabama Texas
New Jersey Hawaii Indiana Idaho South Carolina
Oonnecticut Illinois Louisiana Mississippi '
Delaware Iowa Maine Missouri
" Virginia Maryland New Hampshire -New Mexico
North Carelina Chio ‘Montana Nevada
Arkansas Pennsylvania Nebraska North Dekota
Rentucky South Dakota FRhode Island  Oregon
Minnescta Tennessee Utah Oklahoma
Vermont Washington .
West Virginia Wisconsin
Wyom]_ng . o

L4

Souroe " Thamas R. Dye, Politics in States and Commumities (4th Edition).
mglewood Cliffs, New Jersey: Prentice-Hall, Inc., 1981, p. I72. Reproduced

by permission of the publisher.

-
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guldelines. Vocational education is a case in point. It has been one of the
few public educational programs to receive federal support over an extended '
period of tige. Areas such as vocat&onal education are therefore promising
targets ﬁor local collaboration councils who can and should méke their wishes
known to state and federal representatives. State legislators respond well to
such groups who can demonstrate that they not only speak for but can actually
implement programs designed to serve local community needs.

Federally supported state agencies find it increasingly difficult to

predict from year to year just what level of support they will receive.

- Some have had to adopt the practice of putting local organizations on "hold"

. while awaiting the outcome of their budget requests. The current debate over

hed
budget reductions at the federal level has led state agencies to look closely
at accepting the transfer of responsibilities without a concomitant increase
in federal revenues.

A study by Wattenbarger and Starnes (1976) found that the financial support

patterns of a state and the federal government did not provide adequate funding

"to enable theigoais of local education systems to be accomplished. Inadequate

allocations put a disproportionate burden on those areas of the state where

the assessed valuations of properties were low. Since most distribution formulas
in educ;tion for federal and state aid are based upon the number of student
credit hours, such allocation strategies ignore the differential costs of

certain types of vocational education and the fact that adult part-time
[ 3

students are often not recognized as full-time enrollment (FTE) equivalents.
»

Federally funded economic devefopment programs have suffered a similar

2
fate. More and more states are finding it necessary to exact greater mileage

from those federal allocations which aféfdesigned to streﬁgthen a state's

£y

infrastructure or facilitate its economic growth. The trend toward centralized

planning and decision making regarding human resource development programs
7
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mentioned earlier applie; equally well to economic development. It, too,
reflects the growing awareness that the coordination of state agencies and
federally supported categorical “aid programs is one promising wa& to accom-,
modate cutbacks in funding.

Tt has been noted that publicly funded economic development programs and
human resource development efforts should be mutually supportive concerns.
Current cutbacks in federal support for both economic development programs
and CETA programs will necessitate careful scrutiny of all related funding
ac;ivities at both the state and local levels. While block grants may relieve
part of the burden, state agency heads will be looking to local organizationms

v

for creative solutions which offer a better return on the dollar invested.

,

Turning now to specific state level agencies, a review of their mission

funding sources should be of use to those seeking linkages with appropriate

‘agencies at the state level. Three agencies, education, labor, and economic -

development, will be discussed and strengths and weaknesses n?ted. No single
agency can claim jurisdiction over the employment and training needs of

citizens throughout a state. ’ .

/ , _ .

State Department of Education

7

One of the state agencies which traditionally has enjoyed a_degree of

-

autonomy from the controi of the governor's office is the state d
education. All fifty state governments are authorized by enabling state
legislation to set up local school distr}cts and to furnish them with the
wherewithal to run public schools. While state laws endow l&ial distf(éts
with the autgority to levy and collect taxes, to build school Buildings} and
hire teachers, they.also restrict or specify the types and rates of taxes to

be levied, what teaching credentials should be required, and the level of

salaries to be paid to teachers. v )‘
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In other words, state stétutes stipulate in considerable detail how the
public schools are to be'runf While local education agencies. (LEAs) enjoy
some modicum of freedom in determining what and who shall teach, states have
.taken on increasing responsibility for deciding which textbooks will be used,
what minimum performance standards are acceptable, and what size classrooms
are acceptable. Testimonial to the increasing influence of state agencies
at all levels of education can be found in a recent editorial published in

the March 1981 edition of the Chronicle of Higher Eddcation: '"The trend is

toward more and more detailed regulation in many states—-~in New York State,
for instance, for the last decade the regulators have initiated or strengthenéd

controls over the proportion of full-time faculty members in an institution,
' ’

the number of minutes a class must meet, the size of the library, the 16cation
of branch campuses, the size of the local board of trustees, the nomenclature
of the institution, and the development and licensing of new majors or courses

of study" (Grunewald., 1981). : ‘ . . .

~,

State legislators retai; plenary powers over educationeincluding the
power to review and approve stateawide educational budgeﬁs. While ééate boards
of education and various state comm1§sions are frequently asked to review and
propose improvements in state legislaﬂion concerning education, it is, in ihg
final analysis, the legislature who estabk}shes basic policy for the state's
educational system (Campbell et al., 1965).

In the'méjority of states, the chief state school officer is appointed by

.

either the state board of education or ‘the governor. Eighteen states elect

state superintendents by popular ballot. The others are appointed. Whether
. - : - Y
’//‘gleeted or 'appointed, state superintendents share authority with.the state

board of educatioh but do wield considerable power by articulating statewide

Y

needs, by serving as spokesmen for education, and by advfging the governaqr
! £

[}
- \
A3
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& g
and legislators on educational issues when they arise (Campbell et al,, 1965).
Overseeing the operations of the chief state school officer are one_  of
more state boards of education.” These may be-of three types: go&erning‘boards,
governing and coordinating boards, or coordinating boards (Bender, 1975). The
jury is still out on which type of board is more desirable from the standpoint
of huAan resource devglopment policy formulation and program delivery,

Coordinating boards or governing and coordinating boards tend to foster greater

self~-determination at the local level but even under these arrangements state

. superintendents and their staff can often usurp local control.

4

While the supervisory and budget making powers of states over all-sectors

-
.

of public education has steadily grown over the past two decades, states have
yet to successfully integrate the planning and coordination of education
programs with other state level agencies having a part in human reso&rces
development. As a result, the federal government has attempted to mandate
coordination through its grants-in-aid programs. For examplé, the Vocational
Education Act of 1963 and subsequent Amendments stipulate that each state
appoint a committee responsible for preparing the five-year state plan f9r
vocational education. Represented on this committee are to be business and
labor representatives, postsecon&ary and community college interests, state
emp loyment ,and training counciis, private vocational schools, etc. The
purpose of these plans is to identify the gaps and overlaps in vo;ational
training course offerings and lay out a plan for improving their efficieniz>
and effectiveness. Interagenc} relationships are among the key factors to be
taken into consideration as these plans are deleoped. ;Specifically ment ioned
ds warranting consideration are all the manpower services provided by other

state agencies such as job development, counseling, placement, referral,

data and information services and advocacy functions (Lamar, 1978). These



plans spé}n out with some degree of precision the functions\and services to
be offered by public educational institutions as well as fécognize that the
training available through private sector programs needs to be taken into
account.
In addition to the roles of state boards of education and the superinten-
dents of pug}ic instruction in setting minimum standa;ds for local school ' ' ]
systems and overseeing the provision of services and information to local
school officials, the state also grants operating monies and construction
funds to lacal schoo} districts. Such allocations often représent more than
one~third of the overall state budget, making that portion of the budget both
‘visible and vulnerable to political control. For the most part these funds
are allocated on anformula basis in such a manner as to help to insure that
educational opportunities are equalized in all segments of a state so that the
poorer school districts will receive a larger portion of the funds available.
The trend towards increasing st;te support is firmly established. "In
1900 the state portion of total public school expenditures in the nation was
6n1y 17%. 1In the 1980s, however, state governments are contributing about
40% of total funds for the public schools" (Dye, 1981). The federal proportion
(8.5?) has changed little in the last five years and is likely to remaiql‘f
(or fall below) this percentage during the early part of this decade.
Supporting this trend toward increased state control of local school
districts has been the passage for the past two decadesiof several far-
/ reaching federal legislative programs. While it is trué that the Morrill -
Land Grant Act of‘1862 and the Smith-Hughes Act of 1917 provided grants-in-
,aid to promote vocatiomal education at the secondary and postsecondary levels
in agriculture, mechanical arts, trades, industries, and home eéonomics, it

wasn't until rigﬁE after World War II that the federal grants were made larger



and more, comprehensive. The National School Lunch and Milk Program (1946)

and the Federal Impact Aréas Aid Program (1950) authorized the use of federal
funds for comstruction, operation, and maintenance of public (and to a limited
exgent(private) schools.

These legislative actions were followed by a rash of new federal legis~
lation stimulated by tgz Soviet Union's launching of the first space satellite
in 1957. The National Defense Education Act of 1958, the Vocational Education
Act of 1963, the Elementary and Segondary Education Act of 1965, and various
programs of federal aid to colleges and universities (the'hFS Fellowships,
Basic Educational Opportunity Grants, the Higher Education Act, etc.) were
the result. With the passage of these’new laws came a host of regulatory
provisions. Admission policies; recotd keeping procedureg, employment practices,
figcal audits, all were subjected to monitoring by the federal éoverqment.

\ ) In.spite of these relatively recent legislative actions and resultant
regulations, however, the controlAand financial support for public education
still lies largely in the hands of state and local authorities. Not only !

.

does the lion's share of revenues originate at the state and local level, but
/

-

there is a strongly held traditiom that keggs much of public equcation in
the hands of local authorities. Thus, a good deal of planning and administr;-
tive control still resides with the state superintendent; state and local
school boards, and local administrators. As an_example,;most state policies
emphasize meeting the vocational education leé}slation needs of the general

e

population. In contrast, federal vocational education legislation targets its .

funds to spegial needs groups, particularly the disadvantaged and the handicapped.

In spite of these policy differences, however, ''the stats~local system is

»

comparatively more unified within a given state than the federal-state system.

The motivation for unity comes directly from the symbiotic rélationship between
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the state and local levels. Local programs are dependent upon the state for

funding....it (the state) is dependent for its continued existence upon local

pragrams just as those programs are dependent upon the state' (Attenberry and
K

Stevens, .1981).

State Employment Security Agency ¢

Trad&tionally, this department performs three essen;ial services:
(1) coordinate and administer federal and state labor laws and regulationms,
including wage insurance and compensation for job related disabilities,
(2) mediate and, if necessary, arbitrate labor disputes, and (3) sponsor
job information, placement services, and manpowet trai;ing programs. In the
performance of its regulatory duties, this state agency enforces workmen's
compensation laws, child labor laws, wage and hour laws, and portions of
health and safeté laws (Burns and Cronin, 1978). Other responsibilities it
may also assume are setting and édministering standards for local joint
apprenticeship councils, enforcing equal employment opportunity reauirements,
and overseeing labor-management relationsi

While most states do not assign to this agency the responsibility for
economic development programs, the collection and reporting of economic,
demographic”and labor market statistics frequently does fall within its ~
jurisdiction. For example, the State Occupational Information Coordinating
Committees (S0ICC), authorized under the Education Amendments of 1976, are
frequently administered by this department. Many of the aspirations of state
and local:planners of vocational education programs to make their course
offerings more responsive to employer needs are riding on the ability of the

newly instituted SOICC job market information system to achieve a supply and

demand match up.
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"populated regions of the sta

]

Comprehensive Employment and Training'Act ZCETA) ;galan;e of %tate"
(Bog) responsibilities are usually’assigneq to tpis agency. CETA provides job
train@ng and empioyment opéértunities to three clasges of peoplé? the economi~
call& disgdvantaged, the hnemployed, and the uﬁderemployed. The éﬁplicit goal
of the tr;in;ng is to raise the income level of the targeted group (Attenberry
and Stevens, 1981). Even though the time frame for increasiﬂg client incomes
is relatively short, the CETA regulations authorize a range of support services
such as unemployment compensation while undergoing training, health care, child
care, and even'transportgtion to ensure access to training. The principle ‘
actors in the CETA delivery system are Sﬁe U.S. Department og Labor (which
provides the resou;cesb, local pxime sponsors (which administqi th% programs
at the local level), and &he balance—oflstate prime sponsors.

The state's role in addition to”administering ‘the ba]ance-pf-state
portion of the program, is largely one of coordihation. While the number of

prime sponsors within a state are determined by the number of people living

within a local area, the BOS prime Sponsoi looks after "the more sparsely

To qualify-for CETA fuhding each state is required to have a state employ-

ment and training council (SETC) which serves to coordinate prime sponsérs and

the local empleyment and training planning councils (ETPC). Both the SETIC

'

and the ETPC are requiﬁss to include represemtatives of the target populations

)

of the CETA programs, management, labor, and community based organizgfiona

-

such as local school districts. Prime sponsors, incidentally, are also
.t . . -
required to form Private Industry Councils (PICs) who represent local business,

V
labor, and community interests.
Even though the state government's role is a limited one, the CETA

Admendments of 1978 expanded'the state's authority to support youth employment

v
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and training programs, particularly for minority groups located An inner-

cities and rural areas. Six percent of the bulk of the monies available under

CETA's Title II ha\@ been set aside for vocational education's assistance. In

'1978, approximately $100 million was offered by states as supplemental grant

N .
mohey under the 6% ‘set %Side provision. Eighty-five percent of that money - l

was earmarked for Vocational education services for prime sponsor participants, )
. . b e
The remaining 15% was used for coord'ination activities. Four percen® has been

“ . .

reserved for governors to use in support of demonstration projects#, program ‘*

»

coordination purposes, and special services. The coordination of employment - .
v . .- . \ -~

and traihing serviées‘statewide, the promotion and facilitation of planning, -

¢ K . PN .
the gathering and rep’c;rting of occupatiogl supply and de!sfmkdata, and direct

-

grants to local e&cation'agencies are all authorized activities under this
set aside. 1In addition, 1% of the monies allocated under Title 'II has been

earmarked for governors as linkage monies enabling them to éncourage coprdina-
tion b'etween prime sponsors and local education ‘géencies. 'Such monies, for

. ) +

example, can be used to cover the cost of developing new curriculum materials

and technical assistance in designing training programs. In & recent survey

of goyernors, 23% of this money went tq local education agencies ’and_332

5 _ .
to state agencies (National Governors Association, 1981). N

Each state wishing CEPA funding rmust submit a Governor's Coordination .

. . - PS
_and Special Services Plan®to the U.S. Départmep® of Labor indicating how the

- .
state plans to coordinate all employment and/t;aining; education and related
. N

]

-

services provided 'by the state, by prime sponsors, by state education agencies

and* other apptopriate institutions,qf vocational and higher education

_ (Atﬁtenberry and Stevens, '1981). 'The coordinatign function itself is carried

,- 1 ]
out by the SETC which must include at 1east one representative from the state

board o'f education and the state advisory council on vocational education.
B @

’
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Title VII of CEYA is designed toslink employment and training activities

B

of the business community with ail facets of the CETA program. Under this

title, each prime sponsor must establish a private industry council whosé

puppose it is to improve-upon émployment and training programming so that it

becomes more responsive. to private/sector manpower needs. At the present

time, approximately 430 PICs are now in operation throughoue the Unit:ed States.
- . Under the_Reagan administration, PICs are emerging as the principle 'y

source of private sector jobs for CETA eligible strainees. Title VII which

' authorizes private sector initiatives is the 061;\}fhe item under CETA

authority in the FY'82 budéet that Congress has slated for an increase. Worked

in collaboration with gther human sresource development efforts at the local

A ‘ }
z/ﬁeveb,~and at.-the state level in conjunction with BOS prime sponsors, it
14 ¥

could prove to be one of the more effective strategies for respondiné to skill

shortages experienced by employers in selected occupations and locations. It
o ’ +* . " .
+  also represents one mechanism for actively involving business and(labor
representatives in CETA program deveiopment' By so doing, some of the private
3

sector bias toward publicly sponsored employment programs hopefully could be
a \ F - ‘

reduced.
)

Since both CETA and.the Vocational Education Act fpnd% are among the few

financial resources that local and sbege\admiﬁiétrators can d;av upon Ef
encourage and support‘local pollaborative council progsﬁ@s, more could be
.done eo liberelize fe@erel-and state regu%atfons to ihsure expanded coiiabore-
-tive eouncil participation. In papticular,. bcal an}\etate coliaborative
couhcil members cpuld be encoJ%eged to partigipate in a variety of advisory -
and planning committee functions thrkugh appropriate modifications in ex;sting

v ] N
legislation which gpecifically would suggest that they would be desirable

a . ' 'QA ‘. ¢ ) .
. participa%Fs. T%Fles II, IV, and Vil of -the 78 CETA Apendments woqld be

- F U‘ ) . \ N : [
- - .

o
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3
strengthened by such an interpjetation. State sponsored workshops and other

) information exchange strategies might prove to be an appropriate way of giving

iocal councils more visibility and clout.
Returning to CETA spomnsored programs for minorities and the unemployed,

state employment security departments'traditionally have attempted to

coordinate two additional services. Local employment service offices provide j

counseling and testing, job interview training, and job referral and'placement |

. . : |

for anyone wishing.to avail themselves of this service, ,some with CETA support.. °

Local joint apprenticeship‘councils also avail themselves of policy guidance

S

at the state level. State apprenticeship agenciés (now located in 29 sta;gs)
PR .

|

|

|

work in close cooperation with the U.S. Department of Labor's Bureau of S w
] |
. Apprenticeship and Training. Unitons and employer associations also offer |
|

guidelines for the development of state and local apprenticeship programs

which provide a ready form for collaboration at both levels. - |
4 . bi {
State Economic.Development Agency

« -

/‘

This state level agency is usually charged with the job of attracting

. nev industry to a sgtate as

\ N -

A

existing industry. Through the use of jhvariety of incentives and tax credits,

most states hsve mounted sophisticated, Well publicized indgstry recrqitment

“ A}

well as fostering the expansion and retention of l
1
1
|

. b //f and support campaigns. Such agencies generallware concerned with finding

- |

: puitable sites for new industries, facilitating land acqyisition, making |
- \

- /‘ |

ffwanciak arrapgements, négotiating tax breaks, and coordinating licensing

. .

and other érranggments needed to attract a new fﬂdustrial or business venture. . |
—— - . ’ * ‘
Many job creation efforts oBerating und%; the jurisdiction of state economic ‘
) . |
develqpment programs have focused their attention on establishing a positive
. * |
|

’ «

business imate, improving state roads and transportation systems, providing

tax incdhtives, and, last but by no means least, insuring the availability
Ut ?
: R N
1. : : Y . ’ N 1\‘-‘ . _ .
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of a ready and motivated work force. A’'study by the U.S. Census Bureau /{/
gEconomic Development Administration, 1976) demonstrated that a well
N R

conceived and operated manpower training brogram fell among the' top five

considerations in an industrial plant location or expansion decision. Aware-

" ness on the part of state political lepders of this fact has helped propel

L4
the development of human resources to center stage in a dozen or more states.
State level economic development administrators have begun to include
on their staff industrial training coordipators or look to vocational educators

for help. The level at which coordination and linkage takes piace varies

i -

considerably from state to state. In Floritla, for example, formal contracts

’
~

" are drawn up at the state level between employers and vocational education

Y

resourcgs throughout the .state. In other sfates, such as Louisiana, coordinating

\ d ) ~
~ committees link state level economic development personnel to the local school

»

systems and technical institutions. In both-cases, state and local resources °*

[3
.

are used to provide the training under contrépt with the state economic

development department faking on the primary responsibility for needs assess-—

ment, client contacts, and the planning of training programs. To date, local
]

collaborative councils have not been sought out as potential adjuncts to state

or local recruitment campaigns. > ' [

2 . |

=

Other Agencies ‘ . .

State health agencies, welfare programs, departments of natural resources,

~

and housing and community development, all touch on some‘aséect of human

A'- N

resources developmenf Income assistance prégréms, child day care centers,

work incentivi programs (WI;}\?nd Medicaid are just some oq the services which
these agencies provide their citizens. But these agencies are}hlso under

pressure to’consolidaée afd coordinate their progfgms. Fgr example, a
o .

number of states are experimenting with coordinating and integfafing primary

»
.

«
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health care units and community mental health centers (Goldman, et al., 1980). o

Turfmanship, conflicting goals, patient care strétegigs,(ggd dollar shortages

conspire to keep these organizétions apart. Where mddest success has been
. 3
achieved, greater access, increased efficiency and more comprehepsive services

have resulted. Collaboration among health, care agencies offer as much poten-
\

tial as collaboration among industry, education, and Jabor representatives.

. _ To sum up the role of state agencies in fostering local collaboration,
o - . v

most seekhto upgrade employment skills and insure access to training. A

v ’ !
variety of strategigs for the more active involvement of private sectdr

. s ; )
interests have been tried. "State departments of educdtion have attempted to

~ do sq by édopting a policy of closely monitoring and responding to local

© [ 1

employer manpower needs. Business and iftdustry representatives sit on numerous -
curriculuﬁ‘advisory committees, on state any local school boards, and on state
and local vocational education advisory councils. State employment security + °

departments have* beén able to offér tax incentives and cost xeimbursement
"for employer training expenses as well as lnvifing representation on state

h ! . ‘ ;
and local CETA relatad councils. Economic developers have tapped an array of

\
economic and-°regulatory ineentives as a means of encouraging employer support,
T e

particularl& a@bhg the more closely regulated csrporations such as banking, .
insurancp, and public utilities, thus encougaging involvement in collaborative
councils. The'challenge for the local I-E-L executive director or concerned

"member is learning what requirémenfs and criteria need to be meét if state
\ .

res%?rcés are to be tapped. Whds fn charge; what guides agency policy
-

making; and what procedures shbuld one follow are questions that need #d be o

© .
- - ) . ] .

answi;Fd. ’ i
. A~
. y_ . [ h
r. . ) ! s » )

Benefits of Coordination at the Local Level . ’ - o~

rd

Local developmént practitioners have long been adept at packaging land

. Cery { o -
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and' capital to foster the birth, location, or expansion of business firms.

-

. E-d
Vocational educators ang PIC guided prime sponsors, while perhaps less know-

ledgeable about economic development strategies, know a great deal about how

-

to assist people to qualify for and hold jobs. By uniting these two important

resources, local communities can and are putting into place more effective

[ 3
job creation and development programs. 4
* ]

The costs of 1ocating,,hiriﬁé an& training workers is a growing concern
N . & -
of employers. Assumption or reimbursement of these costs by prime sponsors

offers a financial incentive to employers which should not be overlooked,
_ -especially for the newer or smaller organizations that have not yet developed

a training capacity. Cash flow problems can be abetted by direct payments

to firms that offer on-the-job training. Cooperative education and work-study
P h To.
students during their final months of vocational training. )

-

VocaéionaI educators and CETA staff egn also be of assistance to their

development colleagues when it comes to charting the local labor market and

\

. ’ ‘ |
programs can help to insure employers that they can guide and recruit promisimg

ploE}ing better strategies to recruit firms which will fill gaps or gmploy

experienced wokkers suffering unemployment. By assisting the smaller employers,
new gmployment oﬂportunifies can e created at a rate which outstrips thgse AN

e

of the larger firms (Birch, 1979). -~ ;

Local ofificials are discovering-that vocational administrators can tap

N e — F
planning and curriculun development resources needed as "up front" money when
b4 R

laupching a major, indudtry recruitment campaign. ~ CETA funds can then be used

to offget cost of actually imﬁieﬁenting and delivering;training.~ A visible
. > L
and close working relationship among industry dfficials, human resource

éeveloperg and labor represeptatives benefiﬂs both clients and parfipipants.

.
-

>
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Conclusions and Recommendations

Coordination, information brokering, and f;nding are likely to continue

L - as the major responsibilities of state departments of education and employment
services departments regarding local I-E-L council interestsz Coordination. will
not be the sole’?ésponsibility of these two agencies, however. .Because o; the
growing complexity and fragmentation of the federally run humgn resource
development effort, the office of the governor has had to take on more and
more of the planning and budgeting rg%ponsibility. The political ;sensitivity
qf‘the‘tQpic and the ;umber of state agencies involved demands cabinet level
avareness and coordination. Local I-é—L council representatives will teed to
familiarize themselves with the procedures, forms, and criteria required by

- t?e zg;;ousyhtate agencies when budget approvals, demonstration projeét support

applications? and other requests are filed. Sénsitiﬁity to the procedures

and requirements of the various agencigs being approached will help to insure,

succe;sful applications; Remember thaf the vocational education agencies tend

to be more concerned with income enhancement and short term training and

v

- placement. Coordinating cqrncils should build repregenta}isn of key inteérest
. 4 O - )

groups in their local qouncil membership. By carefully ghfrting the expecta-

tions, biases, and procedures to be foTiowed, I-E-L councils can compete
effectively for their share of a shrinking pie.

More attention needs to be given to ways of sharing the cost of training

and placement with the privatefgector. Postsecondary vocational programs

such as those found in community colleges and technical institutes are
‘ ' 3

likely to enjoy greater success in fund raising, due in part to industry's

. willingness to reimburse its employees for tuition charges and in part to its

¥
willingnegs to cover the.cost of short term t&!&ning.

N\ Private industry is likely to become even more st?bngly interested in
| : ' N .
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A

and supportive of :statewide human resource development efforts as young

-~

¢

recruits and skilled tradesmen become harder to locate. The demographics of—
an aging work force together with projected shortages in selected occupations,
e.g., machinists, will help turn employer attention to issues of supply.

Cooperative education programs, customized fﬂdustrial training services, and

. *
. basic skill development conducted in collaboration with on-the-job training

-

will be in great demand. ' . i

i
- » ~

States can also be encouraged to take the initiative by passing legislation
which supports full employment policﬁe%i tax, and ather incentives to zrployers
for manpower training, and demonstration projects. To date a few states,

» €.8., Michigan and Minnesota, have already passed full employment laws.

Others have sought.to encourage .local indus%ry-educationrlabor collaboration
7

~ ’ 4

- \/
through funding coordinating councils. 'Still others are experimenting with
various tax credits and incentives to private industry for the’purpose of
encouraging their participation in human resource development efforts. With

federal funding {n eclipse, this trend mé} become more pronounced.
|

- I BN .

States can and will continue to serve as coordinating bodies for informa-£&

tion on eiployment opportunities throughout a given state. With an anticipated

~

. . 1
* boom in new technologies (new computer application, wider use of robots,

dramatic developments in word processing) this monitoring and reporting of

emerging and existing job openings and skill requi%ements is destined to

€

expand. ’

Y Issues of equity both in terms of access to jobs and training are likely

to continue as a major priority of both state departments of education and
‘ i
staté¢ emp%?yment se{zice.agencies. .Women and minorities will continue their

pressure for "non-traditional" and "traditional” employment opportunities.
. ‘ ‘ » )
Women not currently in the labor force will seek entry or re-entry through

-~

s
. Qn .o
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-




institutiongl settings. Migrants, bilingual students, and recent immigrants

will also turn in larger numbers to established vocational institutions for

job skill and basic skill development.

Where within a state selected Jocational training programs sheuld be

offered is also an issue best handled at the state level. Changing employment ‘ l

patterns, imdustry migration and growth, structural and frictional unemployment,

.

all are factors which must be meighed by officials who take a balanced view
of statewide requirements. This is not to say that local authorities should

abdicate their responsibilities to inform state officials of their interests.

Quite the contrary. ‘Better decisions are made when there is adequate input from

all local interest groups.

IEE-L councils are needed to insure that all training and placement \
<

services accurately reflect the learning styles and needs of adult trainees

Changes in age composition, sex, and ethnic status of.our local and regional
populations requires that the programs’offered’are geared not only 'to industry

requirements but" are flexible enough to accommodate a range of trainee needs
b1

as well. One of the most€ important functi%ns that I-E-L councils can perform -
2

1

is to insure-that businéss and trainee requirements are matched. Union ¥
representation on the council should help to reinforce ‘that emphasis.

Busihesses can.anchill make facilities, equiz?ent, and monetary resources

e available -if those responsible for the development of basic skills and

appropriqte curriculum are responsive to employer interests but, aty the same

time, sensitive to the learning skills'and needs of trainees.

~

]
-

| ‘ b gy
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CHAPTER VII

RECOMMENDATIONS

Industry, labor, and education institutions are entering a new period
of’enthusiism for mutuval cooperation and alliances within communit}es. The
major policy questions régarding this enthusiasm have far less to do with

-opgions for federal government leadership -and far more to do with the leader-
ship capacities of local and state institutions representing non-governmental
éectors. Government can encourage, but others must "do" collaboration.

Will these 1eaders;produce more effective learning and emplogment oppor-
tunities for young people and adults because of the collaborative projects
\they'iq;ﬁiéte? Or will these recent enthusiasms dissipate as a result of /
frustrations, unforeseen complexities, and a lack of true collaborative commit-
‘ment in the face of the verf real problems confronting American education and
the American ecbnomy? Will phere arise in fact a new, sustained coalition to
create private and public segtor support for the purposes, methods and
financing’of American education at the elementary, secondary, and postsecondary
livels? Will a new coalition devise appropriate private and pub%}c policies
to tackle the education and training needs of.youth and working adults?

These are larger issues than this Industry-Education-Labor Collaboration
Project was designed to address. But the future debate on these issues--
whatever their eveqtual resolution—dwill make a big difference to the relative
importance of local and state collaborative councils as vehicles for community
and national problem-solving. Underlying our approach to this project,

s
4

therefore, and.articulated explicitly in Chapter I of this state of the art

¢

report, Zke two assumptions regarding tye attitude that .must guide further

policy d&velopment by all institutioms: business, labor, and education

T
17
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as well as government.

First, the emphasis in this report is on social investment. Business

and labor involvements with education institutions must be perceived to pay
dividends in much the same way th;t investments in long-range planning,
marketing, coalition-building, and staff téaininé pay dividends. Collaboration
has got to produce more than an intangible ébod will if it is to be ﬁaken'
seripusly by leaders across all sectors. The most important benefits of.
collabdration are long-term and tied to the difficult task of restructuriag

the connections between education and work institutions. Because short-term,
quick pay-off investments are the easiest to-devise and sell, Aur emphasis is
on longer term rati&ﬁales and incentives for collaboration. 'Social investment
1s a phrase that seems to describe this emphasis.

Reporting-on the diversity of ‘those investments has been one pugpose
of this study. Suggesting ways that éusiness, labor, and education leaders
can better negotiate the terms of future investments is the main purpose of
these recommendations.

Our second assumption is that strong 1e;dership withiﬂ all major sectors
of American society will be necessary to as;ure that the ;nergy and resources
now being devoted to collaborative initiatives ;;e not wasted. Specifically,
this means that th; ailiances of education, institutions with business and %
industry must not excluée the valuable resources and perspective of)organdzed
labor, community service agencies, and Mocal government. Past-"waves" of

education~industry enthusiasm subsided in large part because they lacked a

balanced approach. Balance, including tolerance of controversy, is essential °

if pro%ects and. programs are to "ring true" to the students, educators,
0‘ R T -

parenté, and community participants. Equally important, because any

initiative is vulnerable to mistakes and the need for redirection, having a



~ ’

. - -~ > N
coflition of multi-sector leaders is an important way to anticipdtq problems,

reduce causes for criticism, aqS sustain .commitments when prQblenis occur.

s are accompanied by a third assumption,

These two policy assumptio
this one dealing with the locus of responsibility for the implementation of
these recommendations. The recommendations were solicited by the U.S. Department

of Education for its own policy‘anq planning needs. As the project draws to

a close, the future status of the Depaftment and of the federal government's

entire role in education is being debated: Behind these recommendations is

[]
M

our assumption, and firm beldief, that the federal government should assume a

catalytic and nondirective, yet leadership role wiéh’regard,to this specific

)

matter of creating mechanisms for local in stry-education-labor collaboration.

National'leﬁdershlp is needed to legitimige and build on the many good,

3

'

local practices that already exist. Transforming a scattering of good practices
into a nationwide, decentralized; .and vgluntary strategy will happen only with -
the visibility that national leadership can prévide. \Ehewmajor part of that

leadership responsibility must be with top leaders frém business and organized
%

labor. Another major part belongs to leading educators, state governors, mayors,

Ly

and others representing education and training agencies in the non-federal

-~ 4

public sector. Another part belongs to the leaders of community service and

philanthropic non-profit organizafions.

v

But the present opportunity fon‘involviné\these sectors in a common

. .
nationwide effort, or series of common efforts, can benefit now from federal

.

government leadership. ?or a compler assortment-of:reasons, no one sector may
want to initiate national acti;n fog’fear of appéaring self-serving oé: X
"controlling." (The hist?ry of collabor;five efforts shows that initial
enthusiasms are soon te@pered by tHe slow progress and brdblegs of nuts-and- ' /7/
. .
‘ 192
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bolts, grassroots implementation. The maYor gchallenges to effective collabora-

tive action are quality control and sustaining commitments. Therefore it is
crucial .that the correct attjtudes, expectations, and collaborative processes

be established from the ,starts

P

x,

Finally, readers should not think that a project whose'whole orientation

has been to review local industry—education—lapor collaboration has lacked

- o, . - L4 4

recommendations aimed at community-level leaders. The project's recommenda-

tions for the development and operation of local industty-education-labor
-~ .
collaborative prbjigts and councils are contained in another project publica-

~

Eign, Industry-Education-Labor Collaboration: An Action Guide for Collaborative

. rs
Councils. N -

J '

Recommendations: . -

The recommendations below are organized in four sections:
. t

¢ Recommended improvements in the collection and dissemination of
information essential to the creation df effective programs of
industry-education-labor collaboration nationwide .

¢ Recommended improvements in the leadership of collaborative
"activities nationwide

¢ Récommended federal government actions encouraging industry-
education-labor collaboration in states and.communities

¢ Recommended state fovernment aaqtlons encouraging collaboration

. [ Y

| \
. A
t ]
Improvements in Essential Igformation -

] . X

Recommendation 1: As a supplement to the National Assessment of
’ 2

Educational Progress (NAEP), a periodic National Assessment of Employability

Skills.should be developed to.identifzgxrends in the skill levels reqpired
N =

for entry and first echelon promotion in major occupational sectors.

' J

/\ .
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Rationale: Beyond a nearly universal requirement for adequate prepara-

tion of all youths in the traditional basic skills of ‘reading, writing, and

computation, employers differ substanfially in the characteristics of the

"product" they expect from schools and colleges. Also, these expectations
ghahge over the. Educators report a "whiplast effect" from trying to find

CORSEensus among é&ﬁloyers, with some employers adamant in emphasizing 6nlx

.

basic skills and others e&uaily demanding of a full range of occupational

skills. Setting local, state, and national priorities for educational policy
- ks ™

and budgets requires a more accurate reading of the "fit" betwken education

) Y

and ‘employment. . S

. ) +
Lacking 1s an !bcurate broad-brush perspective on the core sets of skills

" .

required for entry ibto.major components of the national labor markets. It
s

. \ .
is now accepted fact that éQese skill requirements have been changing as a
result of technological advances. Yet éhe high %fhpol completion and adult
literacy rates have remained relatively stable while the proportion of unskilled

entry opportunities shyinks. hd

-

Tracing these trends in manufacturing, service, and agricultural employ-

”

ment should be an essential aid to.the development of. education and training
policy. If modeled on the cost—effecéive periodic national famﬁling methods °
P X

used for the National Assessment of Eduéatibnal Progress (NAEP), this data

.

collection could be of great yalue to diverse information users, including

’
)

the general public.
Two kinds of data collection are cqntemg}ated. First is an assessment
of the employability and task performancg skills of young people (roughly
- 4 N

ages 16-185. Second is an assessmentng Mentry level'' jobs to detérmine the

status of employer-required work habits and skills. Presumably, the ?ureau

-

[ of Labor Statistics and the National Centgr for Educational Statistics .

L

’



should collaborate on the sponsorship of thi§,national assessment.

A qualified non~-profit research organization should be responsible

for the actual technical work of developing and implementing the assessment. .
1 \
It is possible that NAEP 1tself could perform the work, yith some assistance

on‘the "employer needs" side. "Responsibility for contract initiation and use

. . :
- of findings should be located at ‘the secretariat.level of theé Departments

o?AEducation or Labor.
< - - —
It follows grom\this recommendation that utmost effort should be made
, A '
to provide to the general public and students lucid information about' broad

trends in occupational 8kill requirements along with ‘accurate information

AY
about trends ip.specific occupations in demand.

Local collaborative councils already have demonbtratedﬁtheir capacity

~ J‘ -
to design and implement multi-agency strategies for dissemination of occupa-

tional information. 'The concept. of local occupational information coordinating
- 22

committees could be used by collaborative o9A;cils as a vehicle for this

task. . . ' P J

v ‘ -\ »
"Recommendation 2: The federal government should collect on é?periodic

basis quantitative and qualitativesaata as _rough but wvalid indicators of B

the scope of industry-education-labor ‘relationships.

Al

Rat ionale: Information available on'tﬂg extent and types of business
e

/
and labor involvementeﬁwith education institutions is almost entirely anee-

.

dotal. If the building of effective relationships among these sectors is to

be raised to §he level of national policy, siore reliable reports on the
» A ~ ,
status of these’relationships ig essential. For example, neither the
. .. - ~
Digest of Education Statistics nor The Condifion of Education h published

by the National Center for Educatior\St‘tistics, provide any i ight into
]

industry—education labor collaboration Qimply because no data is yet collected

o

M ' 10= .

W)
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that would make such publication possible. ) \ ‘ )

&

It is beyond the scope of this report to suggest methods of data
\

collection. Obvious gptions range from modificationms of existing natiénal
. . ‘

surveys of education institutions, to case studies, to development of strati-

' ¢
fied rando sample surveys especially des%gned for this purpose. The main

-
+ -

point oiythe recommendation is to state that the need exists and to indicate

.the general direction in which the government may .move.

. The hope is that a variety of methods--case studies and journalistic
. ‘ ! .
reports as well 45 sample surveys-—will clarify qualitative as well as
. : ’ &

quantitative trends in' the scope of collaborative activities nationwide.

Ote or more qualified reaearoh organizations shodld be responsible

on a contract basis for the actual data collection depending upon the )

S )

" variéty of methods used. " Case studies and journalistic reports probably

[N

should be a.responsibility of the proposed C}earinghouse on Industry-Education-

a

»
Labor Collaboration (Recommendation 3). ’ 7 )

Responsibiiity_for'contract sponsorship shoumld be locafkd at the —
. !

Assistant Secretary level in the Department of Education or a successor

agency responsible for vocational and adult educati?n and tvgining.
) )

Recommendation 3: A Clearinghouse ‘on IndustrfLEducation—pror
B KN

Collaboration should be established as a '"neutral” source of information

and assistance, on collaborative practices. \\\ \7‘ .
Rationale: The,I-E~L Clearinghouse should provide special expertise .

. L4 .
in three key éxeas: 1) by continuing the work-of this project by being

a focal point for ingorm%[ion on local and state collaborative councils; -
2) by tracking the growth of business, labor, and community-service organi-

zation involvements in lodal "adopt-a-school," "partnership,”" and "magnet"

. 3 LN ¢ . /
programs with secondary school systems; and 3) by working with national Kﬁ N
n ~ ' . N ‘

' . 4 -
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-

postsecondary education associations to document gnd disseminate information
L4

on* college and university alliances with buginess and labor (for example,
’ A}
in the  areas of pre-employment tradning, contract training, and tuition

assistance programs) . , . ] .

-

-,

‘ The fopcgion of a national clearinghouse phould be to provide conceptua}

. { . , )
leadership, quality assessments, objective information,.and practitioner . t
netwbrking in support of organizations and communities initiating collabora-.

~

tive prbgrams. The activities should include: a comprehensive and actively

N\
updgted reference system on local and state collaborative activities, a free
. * é . \

or low cost newsletter aimed at practitiogers and community decision-makers,

a systematic advertising and networking selvice to solicit lodal information
X .

and put inquirers ip touch with nearby practitioner-®onsultants, an ""800"

telephone number, a worksﬁop-planni g service to‘backup and give visibility

M
to the practitioner-consultant network, and a pub}ications program.

The Clear ghouse would also obtain assistance from (or refer inquiries
to) such organifations as the Joint Council on Economic Education, the ‘
. . .

‘Chamber of Commerce's Business and Economic Educatiog (BEE) Clearinghouse,

the Education eraftpents of the AFL-CIO and UAW, the ERIC and National

N

Alliance of Business Clear}nghouse33 the Americaa_Vocational Association;

the ayerican Association éf Community and'Junior Colleges, The American
‘s . ~
Society for Training and Development, the Conference Boérd, The Natigpnal

Association for Industry-Education Cooperation and oEBer agencies acting
N '

. " -

as clearinghouses for specialized segments of the broad spectrﬁm'of

A4

collaborative activities.
\ ~

Funding for the I-E-L Clearinghouse, ideally, should be provided

jointly by federal agencies, corporations, unions, and major independent

v 4 - ~ i

~

foundations. ¢

-
2
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’Imprbvement;)in Leadership C '

Leadership in industry-education-labor relatidnships is at present

diffuse and tentative when viewed form a nationwide persﬁective. Many voices
in the last year have stated an inteyest in filling this vacuum. But if

0y

‘collaboqftion is to be institutionalized as an established pattern.iﬁ the ways
schools and colleges relate to other community institutions, more serious
atteption-musg be paid to the quality of '"balance' in the shape of those

relationships. Creating effective infrastructures will take time and testing.

.

Designs will vary across communities, Many sources of wisdom and leadership
Y

will be needed. M

-
- [y

Suffice to say that we believe that a balanced approach to collaboration
\

3

should include: collaborative councils; broadly conceived career and vocational

edﬁcation°p;ograms;.thoughtful career development programs built o: combinations
of ingernships, cobpeqative education, community service, and gareer guidance,
‘counse ling, and-information; opportunities for part-time wo}kers and students
%pd for industry—sgrvices training programs; %Ftive pafticipatio? of labor

and business leaders on boards of Education, college boards of trustees, and

~'speciai/purpose community task forces on educational program and economic

development. -

The recommendations here simply focus on four areas where immediate action

is both justified and feasible at the national level. -

.

-

Recommendation 4: Major nq}ional philanthropic foundations, corporate

foundations, and community-based foundations should show‘leadership in the

creation of "good idea funds! at community and‘state levels.

Rationale: Privately organized sources of funding for imaginative projects

are especially needed in rural and urban poverty areas where a few good ideas

+

can give hope to many others.

' D
‘ R /
' . ’ 18519“' )
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g
Funds of the type suggested here already exist in communities such as

LY
Pittsburgh, Pennsylvania, and San Francisco, California. These funds can
provide the margin of innovation permitting experimentation and creativity

. [
to blossom. The mini-grant concept is particularly attractive because it

provides operaﬁing funds and prestige and institytional legitimacy to indi-

-

. . . : A\
viduals, teachers, maragers, workers, parents, students or others who have a

good idea requiring collaboration and are willing tg devote their efforts to
see it work. While individual projeét; are small, the cumulative effecqts of
many such projects over a number of years can be significant’fgf the spirit
of industry-education-labor collaboraticdn within a’commdhity. Multiply this
di ersiﬁy of involvements across a state or the nation and the effects could
be extraordinary and extraordinarily cost effgctivé\

. It is an irony of the times that activities which may engage hundreds
of hours of unpaid volunteers may succeed or fail depending on the initial |
availability of small grants to cover materials, transportation, or planning
time (in the case of larger projects). School systems, college programs,
and collaborative councils operatingk%n shoestiing budgets'?requently spend
substantial energy searching our relatively minor budgets for resou}ces'that

)
are not available on an in-kind basis.

*

<

Community and state~based education-work funds would quickly become an
integral part of an informal disseqination network for effective collabora-

tive practices. With proper nurtuiing,'this informal network might also
. Id
become an ally of more formal dissemination mechanisms like the Natiopal

Diffqﬂion Network and the State Occupational Information Coordinating

A

. Commit tees. .

?

Recommendation 5: ‘Top management, professional associations and employee
' *

A

+ unions associated with four key industries-«banking, insurance, public
v . .




- »

utilities, and major nafional retailets——should. be encouraged in their
., Pl y . - .

efforts to de&glop pfiyate sector leadegﬁhip strategies

-l 0y »

- . . L AR ’
”labor'collasoration.‘v. . .

t ot : ] N A <
Rationale: Rach of these industries represents a vast natioqal network

R T

of fndustry-labqQr. resources 'rooted" in almost every American community. Each
i * L

of these industries acting through individual firms for the most part has

demonstrated already a capacity for soc}hl leade;ghip within the private

-
“~

blisineis sectoré For example, since 1973 the insurance industry has sponsored
-‘ ‘\. ‘I . " '
the Cledginghouse on Corporate Social Responsibility and; actively promoted
the concept of commudity social-health in its.broadgst connotation. Within
- . / - * . -

) ’ J :
specific communities and varying with' specific firms, eath of these four

] ~ -~

major consumer industries has exhibitedeexemplary, pacersetting concern for
quality.education at all levels. ’ ,I ’ , -

The time is ripe for engaging the obvious interests and leéﬁz}ship of
. { . .

these industries in carefully thbught out, decentrélizéd, voluntary actibn‘

» -

planning. Leadership'is needed to focus both indystry-wide social ihgestments

4 Al

and the projects of specific corporations and corporate foundations éx the

N f < .. N

urgent education, training, and emponment'needs of both young people and

adults. . . <

R '

For example, educational associations and the Departments of Education

and Labor could work with the Insurance Information Institute, .acting as
. A - . J

liaison with the insurance industry, to remove misunderstandings about

> N

accidént iiability insurance coverage for student interns and unpaid visitoré.

1

f

[y -
Such m?sunderstandings now constitute a significant barrier (or excuse for

resistance) to effective collaborative programs. Féllow-up at the community

>

level would reinforce correct information with specific projects.
Also, federal agencies could convene meetings to explore the possibility

t
~ - &ﬁo .

for industry-education-,
. .

|
I




T . .
. . - . ///J
of expanding the uses of corporate and funion tuition assistance programs to

»

cover some or all of the expenses of pre-employmeht and pre—apprenticeship
Pd

training programs geared to the needs of specific firms and industries.

1 S /
A third example: these people-intensive service industries could be

encouraged to reexamine their policies affecting part-time students. Greater

flexibility in hiring and work practices might encourage employees to seek

-~

training in education ipstitutions, enable parents to support familles while

- t

improving their career skills, and create more opportunities for secondary and

»

postsecondary education institutions to provide instructional services on-site
| 4
Ky

at convenient employer or union locations and times. \

.

1

Recommendation 6: 'The agenda for national-level discussions of collabora-

tion among business, labor, and education leaders should aim for concerted

action on three priority areas: 1) basic skills (including computer literacy)

0 ) : N
2) ‘pre-employment training, and 3) concentrated skill training for occupations

with critical labor shortages. These priorities are of equal importance to
> A
youth and adult'learners and workers. »
‘ .-
Rationale;/)Had the~energies of the three sectors (and governmeiit) been
L

applied succeéﬁfully over the past decdde to even one of these chronic

Y -

natio%al problems, the credibility of education institutions, and respect for
. : L
business, lapor, and government would have been substantially enhanced. 2

Because of their central roles as employers of entry-level personnel

and as‘leaders in community economic development planning, the key industries

mentioned in'recommendation 5. could also be leaders in linking these three

"supply side" priorities to a fourth priority beyond the scope of this
. M '
recommendation: jobs. \ )

Here again, the proper federal government role is to encourage rather

. - .

i
than mandate private sector involvement in these issues. The fundamental

Sy
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responsibility for effective education and basic skills training rests

Y -

clearly with education ‘institutions. Only through dialogue and specific

projects in specific communities can relationships be defined case by case.

Through their support for basic 'skills, vocational, career, and cooperative

exercise both catalytic

education programs, state and federal governments can ¢

1
-,

and programmatic leadership supporting private sector involvements.

The concept of voluntary regioﬁ%l task forces might be especially
appropriate in dealing with some human resource priorities. For example,
mach#ne tool industry regional task forces already exist im some locations
across the nation. Focusing on gpparent "bottlenecks'" and barriers to the

flow of skilled workers into skilled jobs and apprenticeship prdgrams, regional

collaborative task forces could define solutions, compare thinking and

- proposals, and develop their own strateg{éédzhd resources for change.

Another plausible example might be the dgvelopment of corporate-union-
education adult basic skills programs. Young‘adults with direct work responsi-
bilities should be better mo;ivated to learn the essential skills they missed
earlier. Tuition ajd ;nd-flexible scheduling are resources which can be
applied to this kind of important collabgrative projéht. ;
The core concept is the initiation of probLem-ceﬁter%d dialogue at

multiple levels. Industry=wide action can set patterns for other industries

to follow.

( * Recommendation 7: National forums should be created to stimulate -

)
COIlaborativésedugafion—work action at state and local levels.
V

Rationale: A national Task Force on Industry-Education-Labor Collaboration

-

might be one feasible forum. But the inherent weakness of forming a multi-

sector task force is its vulnerability to changing political currents.

For example, it may prove especially difficult for the Department of Education

-,

\ : 0 )
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[N

or other federal agepcies to convene a national collaborative task force at

the same time that great debates flep{ish over questions of federal government ®

.
H

responsibilitfes for education ;nd training programs. The nationai task force N
or council method is most appropriate when consensus already exists or is ]
within reach on basic national goals and institutional roles. i

Yet even when clear Gonsensus is*lacking, lfaifrship,can be exerted }
through less overt and formal ways. Fedetal agencies and natioha%,business,

labor, and education groups should strive to imprové their communication with

each dother through: -

e Seeking out "neutral" agencies to convene meetings or QVen'to
help create an apolitical national task force. Depending on the
\ issue or the timing for such an ;nitiative, for’ example, a
consortium of leading education, state governpent and/or private

philanthropic organizations ‘might prove an appropriately neutral ;
Sponsor.

® Co-sponsorship of regional conferences and workshops on industry-
education-labor collaboration techniques such as cooperative education,
pre-apprenticeship training, career and Vocational educatiom, and
collaborative council projects. -

® 'Bi-lateral meetings among educators and labor leaders and prac-
titioners, educators and business leaders and practitioners,
business and labor human resource program ¥evelopers, and these
with community servici agency representatives.

e Participation on various education and‘§rain1ng advisory councils

Improvements in Federal Government Actions

\

Recommendation 85 Liaison betwéen federal government education and

. 4

mandated by federal law. . i

training agencies, private sector employers and unions, and national education

”

organizations should be institutionalized in three ways: 1) make liaison a

formal staff‘functionLﬁp the Secretariat and/or agency-head level; 2) establish

periodic meetings of the agency/department head with groups of industry, labor,

- -

and education leaders; 3) strengthen business/industry and labor representation

N
U\)
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on mandated career and vocational education advisory councils. -
Rationale: Organizations and individual leaders concerned about indu;try-
education-labor collaboration should feel thatlghere is an offiEY/E point of
contact at the highest ;;aff level of federal agencf&s. This level of contact
expresses .a seriohsness of concern for their intérests while depoliticizing
contacts. that otherwise might be directed'g:nécessarily to the Secretary or
agency head. ’

’

~

The formal staff liaison function probably should be located together with
similar functions linking t@:\agency to other federal agencies and the Congress.
The intent ﬂere should be to include the liaison function in an office where
internal coordination of agency policies can be managed efficiently.

Within the current Departmenﬁ of Educat}on, for example, it may be appro-
priate to institutionalize this function both at thé Secretariat level and in
tge Office of the Assistant Secretary for Vocational and Adult Education.

‘Also, groups such as the F;rum of Educational Organization Leaders (FEOL)
serve a valuable function as regula£ sources of ideas and feedback on federal
government performance as seen by important const;tuencies. Such gfoups\are
also important vehicles for informing and influencing these constituencies.

{Pis recommendation simply suggests that in pendént groupswsimilaf in
structure to FEOL be reqﬁested by the Secretaries of Education and Labor to

present the respective views of business/indﬁytry, secondary/postsecondary
\ e

.education, organized labor, and the.national networks of community-based
. .
organizations. \
\ Although the groups w;uld meet .independently of one another, the overall
effects will be to broaden the national constituency for education and training,

and build greate; capacity within the participating groups'to communicate and ~

work with each other on specific issues of commo? interest.

N
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" Should these periodic discussions identify problems and issues meriting

.
A Al *
~ . x4

serious and sustained attention, it would H&{ieasible and appropriate to

_ quickly create special advisory task forces to assist the federal government

. . 4
[ ) 0
in framing policies and-prograﬁs requiring industry-education-labor collabora-
_ _ - ' \
tion. Y . .
. . . C A

The use of bluecribbon task forces ‘on a non-permanent, non-legislated

basis can be a way of charting new directions and developing consensus for

specific new initiatives. Specialiied task forces initiated at the assistant

»

secretary level could examine industry-education-labor roles and, resources in

specific‘éreas such as basic skills and high demand occupational training.
. -
v Similarly, by working on an intetagency basis--especially with the

+Departments of Agriculture, Commerce, Education, and Labor, ané,agencies such

. -
™ .

- as the National Science Foundation and the National Endowments for the Arts
. ~ d

and Humanities--the federal government can set an example of national support
. 12

)
fo%giwéiness and laboé’participation in education which others may follow.

e

Finally, simply by enlarging thgxproportion of business/induétfy and
,jg

~— .

¢

bor members on mandated federal and state advisory councils fér»%ogeiiggil
A) :‘:: »?

education, the government can attempt to assure itself of representative
N
guidance in those specific program areas. ! o

b

X "Recommendation 9: Offices within the Department of Education and, other
A g
federal agencies can strengthen their expertise on major issues’affecting

industry-education~labor relationships by organizing "in-sexvice" seminars
- relp ps by

4

and briefings. -

-

~Rationale: Simple as this sounds, direct, personal contact with spokes~

3

; persons for industry and labor interest in educatﬁeQ, training, and general \
\ - < ~ , ‘ -
human resource development has been lacking at many points wighin the govern=-
. . o

-
ment. Aty a time when private sector human development functions are b;ing'
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expanded and is some cases "revolutionized," this lack of contact is a severe
chandicap to the federal government's ability to be supportive of these non-

government initiatives and to anticipate appropriate governmental roles.

This "in-service" education is best left as an informal function using
group '"conversations," or interviews with outside speakers as the primary

means of establishing rapport and exploring.issues of mutual interest. 'More

formal '"linkage'" discussions organized internally or throdih a consultant/

contract arrangement may be useful.

» FEN

The headquarters and regional offices of federal agencies are located in
* r'
major urban areas with ready access to educators, business executives, and

labor leaders knowledgeable about education and training programs and policies

in their own sectors.

Recommendation 10: To the extent that they-agree with the recommendations

in this report, leaders in the Department of Education and other federal
- < 7

agencies should endorse the general concept of local and state collaborative

councils and the principles of diversity and local determination in council

7 I

formation. Endorsément should take two forms: 1) remove legislative barriers,

Y .
and 2) improve visibility for industry-education-labor collaboration and
L ’

/

councils.
1

Rationale: Federal government legislatigg and regulations related to

1 v
education and training agency reldtionships with business, labor, and other
: »

community institutions and‘)&éburces'should stafe éxplicitly that state and
ISEal education and training agencies may use federal funds to participate

G
in and support local collaborative councils to the extent deemed appropriate

b

by those respective agencies. o
-Most employers and unions view financgal support of councils and their

projects a legitimate function of goverfMesgt and education institutions.

193 29
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Business and labor organizations already contribute signigicant volunteer
time and pay taxes. ‘ 4

But the fact that many communities choose to use funds from vocational

N
»

education and employment and training legislation to Support councils and

" their projects hgs not prevented dhe executives of similar agencies in other
communities from denying requests from councils on the alleged basis that

such use is not mentioned and is therefore prohibited. Removing this

obstacle (or excuse, as the case may be) is one aim of this recommendation.
' »

Endorsement may also take the forms of inclusion in speeches of references

to councils and industry-education-labor collaboration, of workshops, of

1]

- supportive research, and of the adoption of one or mdwe of these recommendations,

o, v
or of other actions suggested by others. X

s * §‘

! Recommendation 11: The Seérétary f Education should use annual awards

to recognize exemplary corporate, ynion, and education institutional leadership

in ¢reating effective industry-education-labor collaboration. Similar awards

could be made in the states by Governors and/or Chief State School officers.
Rationale: In an era of dramatic changes i the felat)onships between

education and work institutions, examples of creative and ef leadership

deserve special recognition as beaconé showing others how’;o get the job . I l
d%pe. - |
Even within their own communities and states, exemplarf programs

frequently go unnoticed and unappreciated. The practitioners themselves
‘frequently do not realize the value of their examples. The simple'cohcept
of annual national-(or state) awards is proposed as a corrective measure to
these gaps. If carefully prepared and restricted to accomplishments of
significant worth, the awards can lend valuable publicity and prestige to

collaborative efforts nationwide.

v
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The noﬁfhatfbn and selection process could be coordinated in an
3 . A

Cand [4 ~ >
objective way through the proposed Clearinghouse on I&dustryrﬁducati%-— )
. . ’ *

Labor Collaboration (Recommendation 3).

- >

) | =4
Improvement$ in State Government Actions

[y

’

Redpmmen&ation 12: State governments should give seriegg attention to
.Y -

the advanégges of direct financial support of local collaborative councils
— o

.

within their states.

Rationale: Several state governments have supported the development and

. . .
maintenance of local collagbrative councils. Funds f{gﬁ}the Vocational

‘Egi;gtion Act and Comprehensive Employment gnd Training Act have peen used.
Ll . ’

Wofkshops or other formats for exchanges of ideas and experiences with councils

. ) "
should be arra&;:d for state agency staff and decision-makers.

Particularly as governors and state legislators attempt to ié}glve
& &
8 7 . )
private sector leaders in the development of policies and programs linking

economic development efforts to education and training resources, the
# /
signifihanéé and practice of local collaboration should be given greater

-

visibility by state leaders. ¢

While mandating local collaborative councils runs counter to their

~

philosophy and gsense of ownership, they can be encouraged tg develop their
’

projects, through modest investments of state funds. States/must develop
. ~

* "threshhold" criteria (such as those suggested edrlier in this report) by

P

which to judge the qualifications of jﬁyfii councils.

Recommendation 13: Governors, in collaboration'Qith state-level education,

industry/business, and labor leaders, should develop their own programs to
N L]

improve the environment for effective industry-education-labor collaboration.
¢

P

L3 ' ' .. .
_ Such programs should be baged upon improvements fﬁ information, leadership,

and state agency actions.



N
t - ~ ~ ’
' Rationale: Most of the preceding recommendations ca§\also be applied '

at state levels.
N t
® Governors can demonstrate leadership directly by:
—- speaking to the issues of collaboration as an effective

» investment in their states' economic and social welfare.
/7 .

—- forming interagency task forces to meet with business,
labor and education representatives tf identify priority - )
areas for state agency action. ’

—- making state agencies themselves models of exemplary
education-employer-labor relationships by revielring and
improving agency involvements in secondary and postsecondary
cooperative education programs, internship and career

< , exploration programs, \youth and adult pre-employment
programs and coordinated career information and reer L
develgggent programs for state employees seeking additional
education and training. ~

~= imppoving s&ate\l:gislation supporting cooperativgh

education, work-study, pre-employment training, career
development $ervices for youths and adults, including
adults receiving welfare and unemployment compensation.

S

- cregting state-level collaborative task forces to address {

¢ v - specific issues such as basic skill program%a pre-
’employment training, and skill training for ‘occupations ,
ia demand.

<g9—-- annual awards for exemplary collaborative prOJects and =
’ ptograms 4
® A state-level clearinghouse could fmprove information gathering
and disgemination coordinating the preparation and dissemination
of case studieés, assisting a few communities to funqtion as
"beacons" of effective community-wide collaboration,” and/or v
4 staffing a state-level collaborative council. A state clearing-
- house could be a ‘joint project of a state university's schools
of educatlon, business, and industrial relations (or labor
studies). (See Recommendatifn 3.)
' ———
o '"Good idea funds" at state and local level would benefit from
the stimulus of state leadership<” Philanthropic, corporate,
and community foundations could be urged to Tonsider coordinated
action in this area. (See Recommendation 4.) —_—
-
o Key industries will vary from state to state. Although those
* mentioned in Recommendation 5° (banking, insurance, utilities,
major refailers) are important everywhere, others such as
agriculture, electronics, defense, energy, or traditional
manufacturing may be positioned to play key roles in specific
gtates. .
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o Key lg:dership'groups such as Rotary, major unions, United Way,
4-H, ambers of Commerce, may also ‘be Qrepared to play major
roles as part of their community service missions in addition

to motivation derived from a more self-interested insg}tutional
mission.

-
. » g; “
» !

4
“vs Recommendation l4: States should initiate action research_ to review

4
and gorrect unnecessarily restgictive or outmoded state regulations and laws

limiting the types .and duration of out-of-school learning experiences for

in-school youth. \ . . . v
, \ Rationale: Unnecessarily restrictive or outmoded state regulations and
“~

laws’are of two basic types. Some restgict educators (especially secondary

schools) in the types and extend of out-of-school learning experiences they
- .

/mn offer, or in the flexibility péfmitbed for scheduling instruction, or

4 .

in the ways ingtruction is super@ised. While the core purposes of these

regulations may be quite legitimate, one side effect can be to stifle

.

cdrricular creativity and deny tqs local schpol authorities the flexdbility ~

A
L .
-~ .

\ théﬁ need to encourage private sector involvements. ' ¢

Review of state procedurés should point out variations and rationales

and identify effective state practices. " -

In some instances, state laws and regulations are written.and enforced
to per?3£>local flexibility, but lack of awszness or enforcement ambiguities

still have the practical effect of inhibiting s chool administﬁgﬁors and local
N .
,\fphool boards. 1In some instances educa?ors in one community use these

IS

ambiguitieé as excuses for non-participation while their neighboring districts
¥ 4

proceed to innovate.

’

Taken together, this lack of jministrativg clarity and the te?tative

- R

behavior it produces only serves to fqgstfate business and union- assistance

. .. .
and to reinforce in their minds the image of education 'institutions as rig{d

bureaucracies. One majoy effect of thegse practices is to direct business

210 e
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| ' and labor collaboration away from secondary and elemegitary education insti-
tutions at o time/;hen positive.action is needed to give meaning to tpe
rhetoric of collaboration.

National groups suchras the National Governors' Assocation and the 1

éouncil of Chief State School Officers ¢

ils/these state reviews l
and provide comparative analysis and recommendations. 1
[
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The National Institute for~Work and Learning (formerly the National
Manpower Institute) is a privgﬁe, not-for-profit, policy research and demon-
stration organization established in Washington, D.C. in 1971. NIWL is
concerned with encouraging public and private sector policies and” practices
that contribute to the "fullest and best use of the life experience"; with
eliminating artificial time-traps which segment Yife into youth for school-
ing, adulthesod for working,, and the rest- of life for obsolescence; and
with a more rationdl integration of education, employment and training,
and economic policy. . 1*’

‘ The officers of the National Institute for Work and Learning are:

* Willard Wirtz, Chairman, Board of Trustees ) . ‘
Archie E. Lapointe, President :
Paul E. Barton, Vice President for Planning and Policy Development ¢

Industry-Education-Labor Collaboration PrOJeéf”Panel of Experts:
,
Joseph M. Bertotti: Professor, €ollege of Business Administration,
University of South Florida.
Gene Bottoms: Executive Director, American Vocational Association
George Carson: Executive Director, Vocational Foundationj] Inc.
Joseph M. Cronin: President, Massachusétts Higher Education Assistance
Corporation, Boston, Massacpusetts
Robert E. Forbes: Executive Assistant to the President, Metropolitan
Detroit AFL-CIO
Joseph G. Freund: Associate State Superintendent, Office of Vocational
Education, State of Georgia Department of Education
5, Leon Hﬁrdiman. Manager, Affirmative Action Programs Chrysler Corporation
Gloria T. Johnson: Director, Education and Women's Activities,
Internagional .Union of Electrica < Radio and Machine Workers
Raymond C. Parrott: Executive Dipfctor, Natiomal Advisory Council
on Vocational Education
Robert R. Reiter: Technical Services Manager, Waukesla Engine Division
of Dresser Industries, Inc., Waukesha Wisconsin
Arthur D. Shy: Administrator of Edwcation Programs, United Auto Workers
Robertﬁj Ullery: Industry\gducatlon Coordinator, New York State
Educgdtion Department
Henry Weiss: Executive Vice President, Industry Education Council
of California @
. James E. Wenneker: R§i:i§ent, Wenneker Management Corporation,

Lexington, Kentuck
Joan Wills: Director, Employment and Vocational Training Programs,
National Governors' Association .
Roger Yarrington: Vice Presidedt, American Association of Community
\ and Junioy%bolleges ’

L)

David H. Pritchard, Program Officer at the Office of Vocational and Ad;;t
Education, U.S. Education Depattment, serves as the Project Officer fov the
Industry-Education-Labor Collaboration Project.




